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ABSTRACT 

This paper is a 100 page study of the American High 
Coimand - the President, the Secretary of Defense, and the 
Joint Chiefs of Staff. It analyzes the environment in which 
the present defense crganization functions, with special em- 
Shasis on the major dichotomies influencing our defense orz- 
anizations, policies, and behavior: wartime vs. peacetime; 
civilian control vs. military control; centralization vs. 
decentralization; unification vs. separation; hardware vs. 
software; economy vs. strength; military comptrollership vs. 
civilian comptrollership; et al. Interface problems are 
highlighted. 4fter a brief review of the historical devel- 
opment of the oresent defense organization, an analysis is 
made of the implications of employing either the Joint Staff 
or Yeneral Staff concepts at the National Military Command 
level. A concluding endorsement of the Joint Staff concept 
and system follows, with recommendations for its improvement 
and a look tcward the future development of the American 


High Command. 
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"As long as there is a boundary 
between the political and military 
authority, and this is an essent- 
Jal feature of a democracy, any 
so-called verfect Whitehall mach- 
ine is impossible." 


—Air Vice Marshal bh. J, Kingston-McCloughry 
in Defense Policy and Strategy 
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PREFACE 

Never before in our history, with the exception of the war 
years, has our National High Command had such an influence on the 
lives of every American. Even the smallest town newspapers reflect 
this concern daily throughout our great country. The stakes have 
never been higher. The price of error has never been greater. 

It is an unprecedented responsibility which our National High 
Command has of insuring the domestic tranquility in these critical 
times. It is little less of a responsibility which every American 
has to understand the nature and responsibilities of the National 
High Command and its relationship to the entire organization for 
national security. Only with such an understanding will the 


National High Command be done. 
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AN INTRODUCTION TO THE DEFENSE ENVIRONMENT: 


ee ee ee ee eee 


THE GREAT DICHOTOMIES 


in Roman mythology we are told of the god of war, 
Mars, and how he was given two names - Quiri'nus for 
when he was complacent; Grad'ivus for when he was war- 
like. Thus, the Romans built two temples, one within 
the walls of the city for Mars Quiri'nus that he might | 
keep the peace, and one without for Mars Grad'ivus, 
that he might counsel them in war. How well the Rom- 
ans understood the schizophrenia that is the lot of 
men of war, even when deified; for, elementary as it 
may appear, it is the states of war and peace which 
have had the greatest continuous influence over the 
character of military men and their social order. Be- 
cause these states traditionally have been diametrically 
opposed in nature, their appearance and disappearance 
over the pages of history have often left behind a 
trail of chaos, uncertainty, misunderstanding and vac- 
illation with those in whom the defense of nations was 
vested, 

forbe vVietorious inewar, military machines must be 
well tooled and lubricated. As the times advance, so 
does tne need for these machines to be so kept in time 
of peace; yet the ever-increasing list of commentators 


on national security still talk about the roles of the 
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military in peace and war in widely differing vocabu- 


laries, often realizing that something is wrong, but 


not knowing exactly whate khven the casual reader of the 


1958 Defense Reorganization Hearings cannot help but 
read the frustration between the Lines: 


It is the intent cf Congress...not to esta- 


blish a Single Cyprct of Staff over the Armed Forces. 


nor an Armed Forcés General Staff... 
Such an organization is clearly desirable in 


battle, where time is everything. At the ton levels 


of government, where planning precedes, or should 
precede, action by a consSideravle periced, ot tine, 
arceliperave Wecision ti Sint inwtely poreteracitcowv© 
a bad decigion. Likewise, the weighing of legiti- 


mately Opposed alternative courses of action is one 
of the main processes of free government. Thus a 
general staff organization - which is unswervingly 
oriented to quick decision and obliteration of al- 


Cernative “Courses = 15° a [undameneeal lw tel ladies 


and thus cangerous, instrument for determination er 


national policy. 

Although he did not develop the idea of dichotomy 
as such, Stanley spoke in surprise of the same problem 
MiP aAneuler same. 

The Joint Board (Army and Navy)...was not a- 
dapted to the demands of wartime. Indeed, it was 
suspended by President Wilson during the American 
neutrality in World War I on the surprising ground 
that it might encourage preparation for war before 
the United States was involved! 


The literature of national security affairs and 


ee Gqeeerree Sse SE 





lHouse of Representatives Report No.1765; Depart- 
ment of Defense Reorganization Act of 1998, “USGPC, Nigch: 
DAC ee lOSe, pac’ s 


“stanley, Timothy W., American Defense and National 


Sseenrityv: Public AT Pfoirws ea Gos Wash D.C.,1956, Dect 
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history itself is replete with instances of split roles 
and organizations. It makes the consciencious or even 
Curleus ask tae questi on: “What is the proper role, of 

the military high command in peace or war? What is their 
relationship to the civilian high command? [If not every 
American, at least every officer must answer these ques- 
tions for himself. He cannot make sense of his place 
imOur SOCIeELY Unless he does. And socicty Ccanmese 

make sense of him. 

Certainly no rational person in a democratic so- 
ciety would suggest that military commanders or organi- 
zations should enjoy the same freedom of action or de- 
eree Of activity in time of peace as they must in time of 
wars But it is also true that we must review our poli- 
cy of the dual standards of organization for defense -~ 
in war and peace. Can we afford to reorganize for war 
after we have lost the peace? 

if etmere 16-8, Singles tavead KMunnine tal ouct tiie 
history of American defense, it is two-stranded: war 
and peace. iar with its stresses on weapons, hardware, 
the big noise, strong and decisive military leadership 
with authority; peace with its drives for defense econc- 
my, and control over military activities and power = on 
the one hand concentration of military power; on the 
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Other, dispersion Of “that power: 

The environment. of high command is full of dicho- 
tomies. But the one between war and peace is the great- 
esterorce vOf all. 

The advent of the atomic bomb and the requirement 
for presidential authority to release any such weapon, 
has been the greatest influencing factor to come from 
war since the bomb was first dropped. It placed the 
PREGEOenN UL, as Container Wiecnie®, directly into what 
years ago wceuld have been regarded as tactical situa- 
tions, but which today, whether regarded so or not, are 
strategic. This event has been and still is reshaping 
our defense organization. Responsibility begets control, 
and this has very real Beene nesE at the organization 
level of the Pentagon. Walls and other partitions come 
down, others go up, phone numbers Cnamee, peepee reuime, 
beOople are retired. 

The greatest modern force moiding our defense or- 
ganization, to come from a period of peace, has been the 
popular acceptance of economists and the tools of their 
profession. (The professional military officer finds 
it aifficult to resist’ comparing the economists to the 
nuclear bomo, and the general conflagration, smoke in 


high places, and blast effect which attend both.) Hitch® 


Sitch, G.J. and Roland N. McKean, The Economics of 


Defense in the Nuclear Age, Harvard Univ. Press, Cam- 
briiere, LOG, poroen © 
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tells us that we can no longer mobilize our economy 
after the outbreak of hostilities - only before. And 
Since he claims the most efficient stategy is also the 
moet economical, he says that it is consistent that 
both our stategy and economy should be optimized before 
HOStili vies. 

For a society, as for an individual, the metamor- 
phosis between wartime and peacetime living is a very 
traumatic thing. It shakes the very soul of national 
existence - from the basic national objectives to the 
time people get up in the morning; from the government 
Spending policy to the price of shoes, or the ability 
to buy shoes; from the words of great men to the lives 
of hish school kids; from the fundamental mix in the 
national economic pie to what'll you have in your cof- 
Oe, sir? Now changing drinking haoits is not the sim- 
plest matter in the world; yet, somehow, we seem to think 
that shifting from a wartime to a peacetime military 
organization - from the professional, military wartime 
frame of mind and value set, to a new frame of mind, 

a new set of values - we seem to think that these things 
are simpler! We become so immersed in the business of 
getting on with the peace that the first and natural 


thing to undo is the enormous military complex. It 
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must change dramatically in size, composition, mission, 
and modus Overaadi. To a great extent, of course, this 
is true. but in our haste we do not contemplate the en- 
Guring nature of certain military functions. It is not 
until sometime later, when sparks of fear begin to fly, 
and remembrances of days past begin to be recalled, that 
the national psyche is ready to review. By now it is a 
different animal altogether which is under review and 
all the more confusing for it. 

In other days, a! other wars, this was not such a 
calamitous policy to pursue. Time permitted reshaping. 
No longer. what was once called ‘the mobilization per- 
jod' is no longer always a relevant, meaningful, or even 
real thing. The fact that mobilization was possible in 
Berlin, Cuba, and Vietnam does not mean that it will al- 
ways be that way. It could, and would, in any all-out 
nuclear exchange, be replaced by an execution period. 

In other words, the period which we depended upon tradi- 
tionally to prepare to do things will be replaced by a per- 
iod during which we do things. This hypothesis says 

that we must now be prepared to do, rather than simply 

to get prepared. It means that that FOMeOnenta a cer- 

tain extent must have a rational wartime frame of mind 
which is not inconsistent with the peacetime world in 
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Which he lives. This may seem impossible by definition. 
But that particular someone (quite plural in fact), not 
Ocing a robot, must be able to make sense of himself in 
the worid in which he exists. The hypothesis says fure 
ther that there must be an organization in which that 
Someone is relevant; an organization which reflects the 
dichotomy of military preparedness in peacetime; an or- 
ganization which - God forgive the world in which we 
live - exists in spite of the 'peace'! 

Professor Morris Janowitz, the sociologist from 
Michigan, raised this whole problem in his explanation 
of the constabulary force concept: 


The use of force in international relations 
has been so altered that it seems appropriate to 
speak of constabulary forces, rather than of mili- 
tary forces..e. 

The military establishment becomes a consta- 
Oulary when it is continuously prepared to act, 
committed to the minimum use of force, and seeks 
viaodle international relations, rather than vice 
LOryeces 

The constabulary force concept encompasses the 
entire range of military power and organization.... 
weapons of mass destruction....military aid pro- 
grams....and counter-guerilla warfare.... 

No longer is it feasible for the officer corps, 
if it is to be organized effectively for strategic 
deterrence and for limited war, to cperate On a 
double standard of "peacetime" and "wartime" pre- 
mises. Since the constadulary force concept eli- 
minates the distinction between the peacetime and 
wartime establishment, it draws on the police 
concept. 





: Soldier, A So- 
Janowitz, Morris; The Professional 50 » A SO 
cial and Political Portrait, The Free Press of Glencoe, 


1961,0p. 410-419. 
ae 





The military officer is aware of the need to eli- 
minate reaction time. He thinks about it in terms of 
airborne alert forces, submerged or 'hardened' missile 
striking power, dispersed land forces, continuity of 
command, emergency evacuation plans, controllable bore 
or selective war plans, pre-taped messages and advanced 
command and control systems, including large autoratic in- 
formation systems. He does not always think about it in 
terms of the changing image in the mirror, and what it 
meuns; much less does his suburban neighoor, very likely 
a veteran of \Viorld War II, perceive the new-school chi- 
sel-work of Mars Modernus. 

In retrospect, it would take some dozen organiza- 
tion charts to show graphically the growth and organi- 
zational trends in the military establishment since the 
late eighteenth century. It would take nearly as many 
charts to show the changes made in the chain of commana 
during the same period: they do not necessarily corres- 
pond to the changes made in the organizations for defense. 
(It is interesting to note that while the chain of com- 
mand has such a great. influence on the whole defense or- 
ganization, and while it is in many Ways the heart of the 


matter, the author was unable to find any extensive 
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treatment of the suoject per se.) Rather than include 

a compendium of organizational charts, only two are 
shown. The others are easily obtained in annual editions 
of the U.S.Government Organizational Manual and various 
professional magazines and journals, and the primary 
purpose here is not an historical account. 

AvOrier ANsSpeCcviOnvo: icure Loe the aol cusesorcani— 
Zavi0nm resulting irom the National’ security scl. of 1947, 
and Figure 2, the present organization, shows the drama- 
tic changes which have been made in the past 15 years, 
What it does not show is that most cf the changes have 
oeen made in the past 5 years. Prior to 1960 there 
were no defense agencies, or 'super-agencies' as they 
are often termed, with the exception of the highly spe- 
Cialized Defense :itomic Support agency (DaS3) and Nation- 
al Security Agency (NSA). 

Today there are super-agencies with broad functions 
and oowers in the areas of supply, communications, and 
intelligence (DSA:DCi:DIA). The creation of these agen- 
cies took many of the vitals out of the service organi- 
zations, in terms of functions, expert personnel, space 
and influence. Figures 3 and 4 show what has happened 
to the chain of command since 1927. It has practically 
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© WHEN PERTAINING TO MARINE CORPS MATTERS 


Organization of the Defense Department in December 1961 
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© From NAVAL REVIEW 1962-1963, "The MeNemara bra in 


the Defense Department”, by William R. Kintner, 
United States Naval Institute, Annepolis, Md.,p.107. 
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been reversed, placing the advisory (dotted line) Joint 
Chiefs into the chain of command and removing the ser- 
vices from Operational control of forces. This was 
primarily a result of the 1958 heorganization Act. 

What remains? Personnel support, doctrine, certain com- 
munications, 'retail' supply and R&D. It should be no 
wonder that the military chief of staff feels frustra- 
teOnsover his role, He Says that they told him on goo 
that his role as service chief was support, with which 
eeey removed all DULL & handiui- cf his forces<from his 
Operational cOntrol. sO he Supported, -iIn=1260 he was 
told that long haul communications had to be coordinated 
to ensure rapid communications between the President and 
the unified and specific commands (and below). The fol- 
lowing year he was told that intelligence reports were 
MOUMCOMCTILeENnUL! Pom servsCe (LO 1serv Cc cae MCs UMen where 
Was something about belt buckles. 

Hach time the problem was solved Dy wnif ication 
under the Secretary of Defense (SECDEF) or the Joint 
Chiefs of Staff (JCS). There are degrees of unification, 
and one need not talk about a single service to talk 
SDoutl, Unit ications. #ihe W6iense arcencies are a “case in 
hand. The service reactions varied from the Navy, at 
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one end of the spectrum, hauling up all the canvas it 
could take trying to keep the weather gage; to the Air 
Force on the other, taking off without a turn-up, to 
Paigmearly COntrol Of the scene Of action.  *aile one 
was bitterly fighting to retain the status quo, the 
Oraer was OuUSilyrottering ‘spaces, ‘experienced directors. 
ana ready made data bases as starters. The Army, ei- 
ther through a policy that it had nothing to lose 
through unification, or through no policy at all, did 
not take a strong stand. The Marine Corps, as usual, 
stayed away from the whole mess and somehow avoided any 
sericus effects. 

The proponents of unification Said it was long 
overdue. The days of strictly uni-service operaticns 
were over. And joint Operations meant joint planning, 
joint following, and to a large extent joint supnort. 
They said they were tired of service provincialism 
CUATRePCROP EYES ONLY" orl NAVY HYMs ONLY Jee politises. 
duplication of effort, parallel reporting and oosoles- 
cence. They said that the JCS system worked during 
World #ar II and was working now. ‘They said that young- 
er officers of the three services, as well as some flag 
officers, got along perfectly well and were highly res- 
pected by one another. What was wrong with the others? 
What were they afraid of? 
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The others did not think it was that simple. They 
said the idea of unifying this or thet function was not 
what bothered them so much as it was their concern over 
where it would end. They thought they knew. They feared 
that one service would eventually gain control and stran- 
gle the life-oreath out of the others; that instead of 
being trree 'provincial' services, unification would 
lead us to be all provincial in the same way! That the 
variances of Opinion were signs of life and health - 
tau ene Suone would LPemain unturned. 

They suid that they were sick of politics too, but 
that you had to fight fire with fire. ‘They cited exam- 
ples of so-called joint groups, away from the tri-ser- 
vice scrutiny of the Washington area, which, after in- 
Slating the minority representatives, were worse than 
uni-service in scrovinctalism. ‘hen the services were 
Separate, oeoole were more aware of ditferences and the 
meed itor ‘coordination... When tney were together, 1. was 
assumed there were no unsolved differences. Coordina-~ 
tron Bac taken [or sranted. yet, one service deminated 
to untold extents. If what they had seen was a Sample, 
they whintsd no cart of unification, 

It was more than Self-perpnetuution, they Said. ie 
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had a responsidility to make matters in which we were 
experienced a consideration in our national strategy. 
If we didn't listen to hat the others knew best and if 
they didn't listen to us, we would be again committed 
to the single channel strategy, such as we were in the 
days of massive retaliation - a strategy which they said 
cost more in ground lost and dollars spent than ever vee 
fore in our history. ‘nile the money went into green- 
houses and two mile runways, the action went on over the 
beaches of Lebanon, the swamps of Vietnum, and in the 
FormoSa Strait. It was, they said, a strategy based on 
a model world, not the real world. They spoke of rats 
and elephant guns. But in the end it was not so much 
the strategy itself as it was its negation of all other 
9ossible strategies. And this was what cculd happen 
when one service predominated. You asked what we were 
afraid of, they said: that's what we're afraid of. 
We're scared to hell, if you want to knox. 

pur their arguments were not alvogether upheld, or 
at least their point of view was not. The proponents 
of unification said that the single point of view had 
not oveen avoided through the separate servize system. 
Tn fact, the massive retaliation strategy had predomin- 
ated in a period of considerable service irterdependence., 
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sith more unification, such an event would ve nearly 
impossible, because plans would oe made oy individuals 
of the three services simultaneously. The 'status- 
quoticians' said their point had deen proved oy acknew- 
ledzgement of such a naive assumption. iiailt and see, 
they said. ait and see, 

Unification and centralization are not synonymous, 
Dut they Live and grow in the same climats. 4nd while 
€entralizaticn in the Department of Defense is usually 
attributed only to the efforts of Secretary McNamara, 
other forces converged to add their influence. Centra- 
lization of information was an outgrowth of our sheer in- 
ability to manage information by manual methods, and the 
growing need for Presidential control over nuclear forces. 
Bacre anformation is centralized, so will be decisions 
ama oover. The use of advanced comout=r Information 
systsms in the services shook the hornets nest of come- 
Pavlopeity, Out.only isnt -avet ivct..) Ihe COnerescion— 
al restraints on the number of officers permitted in the 
Joint Staff (J-5taff), when related to the functions of 
tne Sbatt.~1oesterecd = indeed besislaved = wi tnan the 
etalf an inability to cope with the information it 
needed and zot from the unified and specified commanda>:. 
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Under such conditions a DIA was inevitable, if only 
Peeweune OOlnv Ol View ©. reg 1avine tne. Inaba Tvy OF 
J-2 to manage joint intelligence information. Toa 
large extent the same was truecof DASA's Damage Assess- 
ment Center(DODDAC) with regard to J-3; DSA and J-4; 
DCa and J-6. It was the only way short of legislation, 
and Congress was already concerned over the size of the 
J-Staff. The unmanagebility of operational information 
in the Joint War Room( JWR) and Joint War Room \nnex 
(JWRA) was demonstrated even when challenged by some of 
the most outstanding personnel the services could order 
to fill the JWR/Jwk4 positions. 

The Joint Staff finally acknowledged that it would 
have to estudlish its own information system. Though 
in its infancy, the Navy had already begun on a large 
scale basis in the Navy Information Center (NAVIU), and 
Phew VWiy sorce Mad Desun Onvan Tavermeal ate scale in ite 
Air rorce Command Post. The irmy was already laying 
false floors and ouilding fire proof tave vaults. 

The idea of a National Military Command ‘system 
(NMCS) with a National “Military Command Center (NMCC), 
an enlarged and automated J¥R/JWRi et al, receiving in- 
out from the service information systems as well as o- 
ther agencies in the ‘ashington area, began to take 
Shape. The “orld-Wide Military Command and Control 
System emoodied the NMCS and the unified and specified 
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commands. The compatibility problem took on new dimen- 
sions and vastly more depth. The whole theory of stan- 
dards came into play, from character standards at one 
end of the spectrum on through word, message structure, 
and semantic to behavioral standards at the other end. 
imese trespassed not Only into @aata ‘standards, Dur pro- 
gramming standards, programming language Stundards, data 
Dace, 2 1 be “2eneration=anad maintenagnee, Gisolay, neravare 
Standards, etc. When such matters of compatibility be- 
come paramount they are inevitably handled through uni- 
mEecataOnvOlergsources ana Cenurallzavion vol yautnority. 
Htewas bound VO happen; and ‘tosetner, because neither 
nik cat1On Nor centralization alone sceoula overcome tie 
Incompatibility of the service systems. Not only are the 
service systems incompatible with one another, but each, 
to varying degrees, is incompatitle with the NMCC. The 
DCA only now, through the National Military Command Sys- 
tem support Center (previously DODD1C), hae the necessarv 
SutMOrity and talent To unaertaxe LO Solve ine oroolcm: 
More authority and talent will be néeded Oefore anyone 

mor On COD “Ole the protiom. (hese are oun ,examD les. ol eae 
are many Oth=«rs - targetting, military assistance, mili-= 
tury legislation, military liaison with other govern- 
ment agenciss, to mention but a few. These are some of 
the forces which, with or withcut S#CNer's guiding hand, 


have helved to shape the pith toward unification and 


20 o 








centralization. <A good case may be made for the argu- 
ment that futher delay in unifying effort and central- 
izing authority would have caused the services to be- 
come so entangled in incompatible systems that the only 
Wayeouy miznt well have been the single service itceli. 
There is little doubt that. without the influence of 
SECDEE, the services would not on their own have gen- 
eEraved une degree Of Unilicat lon mecded to overcone the 
effects of modern warfare and technology. They were 
each already too committed to their own standards to 
give in to the others. 

Perhaps better than anyone else, the Secretary of 
Defense understood the power that would be invested in 
a centralized and unified command system, and the need 
hors ClLOSe (Cavilaam COntroly Over the men ica5nn0l1 Ply ior 
MES INC@OtlOne Putnermore, ne understood the opposite 
hypothesis also - that the system was needed to efrrec- 
tavely control our vast operating forces... Im the 1966 
aporopriation hearings, Secretary McNamara said: 

achlLevement Of Oursoveral li national dsecurity, 
ooOjectives requires that our stragetic retaliatory 
forces be Kent Continually under the Comtrol ol tae 

CONSULT ULCG. aul nOrliles. Aron the ~ressdents on 

down to the commanders of these forces = before, 

during, and after a nuclear attack. unds are in- 


Cluded Im toils suse evoreur ner impr oye and streng-= 
Ene tis “Cemmana' and contr el < Vs len. 


SS oe te ee oe 


-nepurtment of Defense Appropriations for 1963, Hear- 
In2S sercre a Subcommittee of tne. Committees on Aporcoorn. 
ations (HR), Part 2; secretary of Defense. et 4), Over— 
all financial statements, USGPO. Washes jy DsCw,wlvee, oalon 
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The changing faces of war and peace have caused 
MeOmewancemore Aili Toulty in distinguishing vetween. tac= 
tica lean is tratecse- Obcralaons, § Iniscei= CEC mIse eo gnany, 
'tactical' operations have taken on strategic propor- 
tOne.. fh SOrtie Ol Vaircratt twenty years (2c0 aid not 
Mave SrOssc Stravecic ef tects. = oday > Onevaircrart mayc 
when so-called ‘routine tuctical ooerations' are con- 
suevec in Serlin as a reply tO a. politico-military pro- 
ODlem in the Carribean, the decisions must be raised to 


Paver yeni ghee level. Years 20, ea.nisn cesree Ol Centura le 


= 
ization of decision-making was a matter involving chcices. 
Today, it is a property of the new environment - a real- 
ity about which we must adaot. 

This does not mean that we must simply de animals 
Of reaction. “Cn «the contrary = it Means that we muct 
Be more pur pOsel ul sand decisive: invcur develoonent thin 
ever before. 'e€ can no longer afford to stand back and 
watch ourselves evolve and expect the results to reflect 
our will. The services have the alternative of accep- 
Goas this 2614 mavver Ol Teal dite and. providing res ved 
Sible leadershio in our defense organizational and over- 
Hulvonal deve Looments, “Or “Or mol. acceoting 11, and seri -— 
Suslyerteking Ose of military, leadership in. he m2 t106n- 
al command structure. The latter course might de charie-g 
taoly termed 'ostrichism'., If we are concerned about the 


potentially dangerous ccnsequences of increased centrali- 
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Zation of authority in OSD, as we should oe in our roles 
as citizens of a free and non-belligerant nation, then 
our efforts should be directed toward providing for ade- 
quate checks and balances. At least our efforts shculd 
not be toward the recovery of sunk costs. ‘hey should 
not ce toward attempting to make decisions which, for 
better or worse, the complicated state of world affairs 
in great part has long since made for us. 

We have considered some of the more formal or 'sta- 
tutory' aspects of the defense orginization, which pro- 
vide much of the official environment in which our de- 
fense leaders operate. This is but one aspect and not 
always the most important. 

superimposed over the formal orguinization and sel- 
dom shown On the organization charts is the semi-formal 
or board organization. This is the proclem-oriented 
organization of Task Forces and sattle Teams which are 
created to solve special problems or follow certain 
crises. ‘they are formed from the fabric of the services, 
the J-Staff, and OSD depending upon the nature of the 
problem or crisis;. They are usually temporary, though 
some have been determined to be of more lasting value 
and chartered as a board, in which case they find their 
way into organizational charts. Normally, however, they 
are created where proolems requiring unusual coordina- 


tion and liaison arise, and are disestablished upon 
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transmittal of aifinale report. 

The informal organization does not exist in chart 
form, nor could it ever except in the past tense. The 
CLOsSecsm one could come to a graphic disolay of this or- 
ganization wculd be through a compilation of every Bates 
List Finder (flip-top telephone directory) in the Penta- 
gon. This would not be the same thing as inspecting a 
Deo telenonene directory. 

The inform.:l organization is that orgunization which 
accomplishes the “asks and carries out the policies and 
directives which are iterated through the formal organ- © 
ization. out it is not simply a responsive organization. 
It is also an organization through which new ideas are 
generated, many of which are formalized, approved, and 
regenerated throush the formal organization as new or 
Ghanged policies or directives. This organization is 
made possible by personal contact - by telephones, con- 
ference rooms, cafeterias, the executive dining room, 
the Szcretarial and Chief of Staff messes, the hot dog 
stand in the center of the Pentagon inner court (com™onlyv 
known as Ground Zero), the Toastmaster's breakfast club 
(first names only), the conccurse, the Pentagon corri- 
dors, the athletic Club under the ramp leading to the 
highth Corridor Lntrance, various watches, the Fort 
Weyer Officer's Cluo, and a d2:licatessen on Columbia 


Pike, not to mention various service academy, squadron, 
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command and ship reunions, neighborhood, office, society 


and official parties. It is a very complex organization, 
changing every time someone is ordered in or out - chan- 
ging dally» There is very little relevance to rank in 
the informal organization, and many military officers do 
not wear uniforms. 

ine TOrces av Work are @OO numerous CO List sin more 
than a partial manner. Internally there are pressures, 
more often helpful than deleterious, caused by differ- 
ences in the individual backgrounds of officers (line, 
Sari, specialisit, subspectalilat and seneralict ss Army, 
Navy, Marine Corps, Air Force - even some Coast Guard 
and Foreign Service), officer turnover, civilian-mili- 
tary relationships, deadlines, general orientavicn vo- 
ward crisis Operations, sower strugegiscs, directives, po- 
licies and excitemj™mt, as well as a pervading sense of 
bigness - of involvement in avery large enterprise 
with high standards and an inexhaustible supply of cri- 
tics. There are semi-external forces as well, emanating 
from inter=service relationships; competition for funds, 
people and influence; evaluation of intelligence réports 
and perceived threats; and individuals - Kobert 5S. 
McNamara, Charles Hitch and Dr. Harold Brown, for ex- 
ample. There are exterior forces wnicn deeniy efrect 
defense behavior. To mention but a few: Congress, GAO, 
state, CIA, BOB, #hite House, NSC, industry, public o- 
Hinion, the press, the Constitution, and an impressive 
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Past Of international economic and ollectave security 
organizations and azreements. World affairs and the 
economy are perpetually at work. The operating forces 
have an immeasurable influence, perhaps more than any 
other single group outside of the Administration. Tech- 
nology and transportation, which have advanced the state 
of the military arts and sciences in quantum leaps, are 
tremendous forces, both internally and externally. 4nd 
even though the military is closely identified and often 
resoonsiodle for such advances, the very size of the ore 
ganization and the speed of advance make it extremely 
difficult for the organization to adapt. In this en- 
vironment, the semiformal and particularly the informal 
Organizations, as might be expected, are normally the 
MOst resvonsive.. Still, the crises nature of the Pen= 
tagon makes it difficult for any effort toward long 
range planning to gain the attention it warrants. This 
Po Vronical in an Organization waien 1S so involved in 
national defense planning. 

To further comolicate matters, it should be pointed 
out that the reference to the Pentagon as a single en- 
tity is a false uplift and mainly a matter of conven- 
fence... Veruali ys imumerous activities ot the Gdetense 
organization spread all over the Washington area, the 
continental U.S., and throughout the world shape the 


true environment of defense. 





All of these things, and the image which the pub- 
lic has - indeed which the officer has - of both the 
‘short-time' and the professional military officer, go 
into the making of the environment in which people try 
*OumMake Sense Out Of defense. The critics whe charge 
that our confusing state of affairs cannot simply be 
shrugzed off as a sign of the times® must use caution. 
Batlewit is true» that we cannot afford realisticaliy to 
shrug off the effects of modern times, and while there 
is very much indeed which we can and must dao to control 
our own destinies, it is equally true that there is no- 
thing especially simple about modern times. ‘here is 
certainly nothing simple about the effects which the 
Current environment, has en Cur del ense OrginiZationeine 
oehavior. 

Any aiSCussi0n Of edét ence “enviromment,, cr any uner 
COmali cated .socral structure fer that matver,. us atmocan 
a two dimentionml fabrication of bits and pieces. It is 
little more accurate than any of the traditional stereo- 
types - the drinking Irishman or stingy scotsman. ind, 
although language is the basis of thinking and activity, 
ironically when one tries to explain the complex environ- 


ment, language does not suffice. At least our notion 





6 webster, CDR Harvey C.,USN, "The .iessage Gap", 
U.S. Naval Institute Proceedings,Vol.89, No.5, ‘shole 
"0.573, Nay 1963, p.33- 
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of language, our vocabulary, doesn't suffice; and like 
the aviator, sooner or later we get to the point at which 
Wemnueit Mee Our Nands CO exoress OUrselves any furiner. 
inate Ese Uns: point eat waich the rauthcr is nog) SUL 2 Vee 
not as simple a matter as an Immelmann or eight-pcoint 
POLL, and the language of aqetures is sless useful than 
the written word, even though the environment is a spa- 
Gal Vas well~os Ancvell]lectual stat. “ine analoey 70m ine 
wwietlOr aS\nov aluogether Lost, newev- because it ie 
the dynamic nature of aerobatics vvhich drives him away 
feem *he lanzuace or words, and “it is the dyaamie nS 
eure ol Cor environment, which miles @@erd dececrintulonc | 1e] 
adequate. The environment of the defense organism is not 
g@eecribed by the charts shown here. It is better de- 
Serrueo Oy “verything ise Inovetyocn sind cince 6 Nese 
reoresént Only individual frames in a motion pictures 

BUL it LS the moving thing that is the real thine, ney 


tne snaoshots. 


Proo bly one of the most enduring of all of the 
dichotomies or problems in the defense organization is 
LHeateerethe relationshin cr winter: 4ce. Oelweerrciv iia 
and milo tsry Orfriciales UUtelvnis Go mpersonit ic ten 
of the war-neace conflict’) It may in fact be a pre- 
conception to even descrioe the situation as « 'pro- 
bliem', rather than as a form of check and balance. So 
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often we regard ‘'conflict' as a orobdlem that it is some- 
times difficult for us to understand 'oeneficent con- 
flict’, which, as in the human obcdy metabolism, may act 
aS a homeostatic control system - a steam valve - for 
our governinental body. 

@Acther it is a problem or a system, it is a fact 
of Jife in politico-military co-e€xistcne®. Wale in the 
Vactene Or ily oi <cage> “highs level civilian and military 
officials have great respect and admiration for one an- 
Other, there are occasions wher it is not so. Unfor- 
tunately, when there is disagreement it is usually over 
BmelinjOr tant matter, and Caine dudck "attention ane the 
Press. fryotme time 10 has Deccre | Tattcr of oualic 
domain, the basic disagreement may have loct all rele- 
VaAnCyaeit Originally may nave Glen sarily or 
economic Vorcolem, Or beth, as now, in tne hands cr ane 
press and exoloitere, A. melitical 2ssuew if the mili 
tary Olt tCielS. CONtInuUS “Gortreat. the (provlem ac... tt 
tary problem they will fail, unles]e= they Nave a sympa- 
eden Ope as. 

In such a conflict the basic misunderstanding is 
Clouded by vride, position, determination to be upheld, 
etc. The professional military officer ferls that the 
dscision is one to be made on the oasis of ‘military 
requirements', rather than political expediency, and 


military requirements are his specialty. The civilian 
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official strikes back, feeling that it is a matter of 
‘civilian control’ and policy, that it reaches far be- 
yond military proportions into economics, politics, in- 
ternational relations, fiscal policy, law, or ‘accented 
practices of sound management', about all of which he 
knows something. The professional officer - after a 
fone Life of devotion to duty, oublie service and the 
Pamiliar hardships of military life, with douotful re- 
Puom- On the Nours Spent in tCermenot thanks or vhas bank 
account =- turns the tables. For years née has resented 
omemno ror.rd’-a-29 a transient wherever he has gone. This 
was a function of geography. Now the question is of 
military Significance, and in this matter it is the ci- 
vilian who is the transient. He reckons that the civi- 
Wier Ss eSsceCatialily a predic! of Ube spoils) s7ct em. 
PYUSPoOOcItdOn. Is A receipe Lor Services rencerca one 
oefore he was ever appointed. His military exvnerience 
may be worse than none at all. It may have been as a 
eraitee of 16 months Or € years = just, lone enough ts> 
learn to dislike everything about the military service, 
especially its officers. Or he may have served during 
the war years when things were different: the public 
was behine the military, there was no shortage of men, 
money, or materials. To need was to have in most cases. 
There was a real cause - a real issue. So this, the 


officer reckons, is how the civilian sees the military 
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of tecay, even though to him it is very different indeed. 
die knows his service is undermanned, under-capitalized, 
obsolescert and in many other ways needing. From what 
intelligence renerts he sees, he believes there is a 
causé,an issue. ude feels the civilian regards him as 

a yes-man - a doer, not a thinker - who speaks in mono- 


syllabic terms adcut monosyllabic ideas when the sub- 


jects is Changed from Strale-y Or tact rec toe nearly any— 


cr 


hi else. This the military man sees at a time when 


2) 


= | 


t 


je 
cn 


[te 


DeCOmi ne Ore and were Gift i culty 7 cr him to con 
municate with his subordinates, with their new vocabu- 
fortes. Meayiy all, Gf whom hove, cellezcidesrecs ane an 
of whom have advanced degrees in scientific and commer- 
Cfal-Tieles, Or hav traditionally were cons-dcercq taciac 
Ci cen tSClentiric Gr COmmcrciaissnberect.- ~ieonenn. 
thie militeny man views the of facer Corps as a nagniy 
select group of people who know adout something other 
than Clausewitz, the Mahans and Douhet. He wonders if 
the civilian sees things quite the same way. And, at 
this voint of the dispute, after editors and self=styled 
‘insiders!’ have made their speculations, the civilian 
rarely does view the officer this way. 

The civilian now views the officer as a single- 
Chennelled radio which Dlays the same tune cover andvovc, 


sain. He sees him in need of the kind of outside in- 


sty 


fluence which only a non-militury dackgroundc can offer. 
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Ke sees him as one who feels that he alone has had to 
suffer inconvenience. The civilian, after frequently 
taking his apvointment against his will, and then often 
only by persuasion cf the Presidert, has also suffered 
inconvenience, He has often taken his position at great 
financial loss, both in salary and in his greatly changed 
abllity to invest. He may have to liquidate investments 
at a time which he knows is tc his disadvantage. But 

he must if he is to avoic irresoonsible charges of 'con- 
flict of interests'. He knows that sooner or later he 

HS 2O1ng to be asked GO Open his 1 inancial pert! O116  1or 
oudlic viewing. He may have: had to tear up stakes to 
eome to *Vachington, a Cily he never voor vicutor il vy. cared 
for anyway, knowing full well that no matter what he dia 
he woule be criticized by someone - if not the American 
Legion then maybe the Americans for Democratic Action. 

He works age late ane as hard as the best of the military. 
He sees the need to out the military in its place from 
time to time, and this may be & £2000 time, He sees tne 
military as a split house, often fighting from service 
to service. If the services cannot themselves agree, 
what is so sanctified about the 'holy military ooinion'. 
He sees the military as behind the times. hile he knows 
that great scientific advances are made in the military 
many times vefore they are made in the commercial world, 
he feels that most cf this is the work of civilian 
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scientists either working for or under contract to the 
government. He regards the management practices in the 
tativeey as archaic. He feels that the military citicer 
helds things back from him, things which he must know 

ii hey is % manage the military organization, and it is 
nis responsibility to do just that. He wants the expert 
Miiiewery A0Cvice OUUTeels Chat Re dees not tiave the con— 
fidence of these who can give it. He frequently is forced 
tO gét advice through circuitous routes, through his top 
Civilian staftt memoers to the more junior mijitary men, 
Or from militery officers on his own staff. 

The officer says that the decision is his to mke 
because he has the expertness of military knowledge to 
Pakcewit. ~ Ine Civilian saya: knowledge or no knowledge, 
he has the ultimate responsibility and is therefore en- 
titled to make the decision. What is more, he is in fact 
making the decision even if he permits the military) man 
Coreo 1 fer, Mim, 

by this time the speculaticns in the newspaper are 
getting closer. os500n, perhaps, the tension will get to 
the breaking point and the Cit icer will be Gismuscea. 

Or he will resign. Regardless of the action involved, 
it is rarely a question of whom to ‘retire’, civilian 
Or Military, it is a‘question Of military or 20t.s Ne 
matter in how much esteem the President may hola the 

©Gficer, the, Civilian apoointed: to direct that cliicer 
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must be upheld. In exceptional cases this is not neces- 
Sarily true. 

if the officer resigns or is dismissed, the corps 
begins to worry as a group that the civilians want to 
make puppets out of the military in general. The best 
Ori cers Will Hol. Under "Such cond lions remain in etie 
service. That price they will not vay. And unless the 
Civa Pian takes positive Steps 61 greater preporclons 
than a press leak, the dissatisfaction will grow, re- 
sistance will increase, objectivity will wane, and the 
time between feuds lessen. 

This is indeed the extreme. The guestion is, can 

completely 

it be avoided. The answer must be that it can be/avcided 
only by dictum. At that it can never be removed alto- 
Petnex @Ssa Cetinive, Subterranean. force, even thoush ie 
may be eliminated as a force on the surface. In other 
words, the alternative is a fiction; The reason it is 
Str letloOnwis Cecause, Deyond -the fundamental origci ole 
Or ultimate civilian control in any matter, or the di= 
linear system, there cannot in real life be any clear 
Gistirction between what is the proper and lawful role 
of a civilian official and what is the rightful realm 
Of aimilivary erficial. Sread. suidelines *cany ope secsta— 
blished, and have been. In most instances they work, 
out not always. We can say, for example, that problems 


of especially military significance should be solved by 
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military officials, and problems of essentially manage- 
mentee cOnOmic or politecal natures are properly in the 
sphere of civilian decision. But the words "especially" 
and "essentially" or other such qualitative descriptors 
are always open to interpretation. They will vary with 
Pier tibiae acy Ol tie roo Lem in, gulesct1 On. wtne- eine aq 
Woach 1 1S Fralséed and, most amperteant, lie perscnmali— 
wree Ol the Grane ipads wnvolyed: 

A tormer Secretary of One of ine military devant 
ments, who shall remain unnamed, was asked by the author: 
Can there be any clear lines established which will en- 
sure smooth working relationships between civilian and 
Military -Oliticisils? His -answermwas/;that “there, could 
not =~ particularly at a time when military probvlems have 
tuken on greater and greater significance in what used 
to be regarded as non-military areas. He further indi- 
cated that this was a good thing. #hen military men 
Stvane Bouto Oe Ccunted, Whatever ttne Cost. and civ: i= 
ens do the same, we are more likely, more often, to come 
to the best decisions. The vrice we must pvnay from time 
tc time when matters reach a boiling point is high in- 
deed. put the prices of more extreme systems, which 
may not ostensibly reach the boiling point as often, 
would be ccnsiderably higher in terms of the best de- 
cisions being made in the national interest. 


The. Hoover Commission suocommittee report on special 
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personnel problems recommended a policy for placing mili- 
tary and civilian officials (Recommendation No. 26): 

The criteria on which such a policy can be established 
ence: 


Military Personnel Assignments 
ae ill combat-related support activities and pcsi- 
tions and org.unizaticn immediately supvorting oper- 
ational forces exposed to potential enemy action. 
db. Positions in supplier-related activites neces- 
sary for the training of officers for combat-rela- 
beg Suppert. 
c. To provide the user experience to supplier-re- 
lated support. 


Civilian Personnel Assignments 

ae “here management and technical skills usual to 

the civilian economy are required and can be exer- 

Cleea without the mecessity of miditary stavus. 

oO. Where continuity of management and experience 

can oe better provided by civilians. 

Cee \u lL ieed "Support -ACtIViticse "UhrCcusionia mc 

worlc. 

The next recommendation was that such criteria as listed 
above should be expedited to eliminate practices of du- 
plicate stuffing. 

Upon initial review these recommendations may seem 
to make sense, bOut a deeper look raises some imponder- 
ables. There are extremely few orgunizations or posi- 
tions in the military establishment which do not need 
some kind of user experience. ‘The user regards this 


of prime importance and demands control in order to 


eresure military responsiveness. By this logic, which 


7Suocommittee Report on Special Personnel Problems 
in the Department of Defense, with ltr of transmittal 
Signed by Herbert Hoover; June, 1955, p.57. 
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is strong logic, nearly all assignments would call for 
military personnel. On the other hand there is hardly 
a position of importance which does not suffer from the 
GascOnutinuity Of military turnover. Even the most “hard 
and fast militarist would agree to this. Yet by this 
eritemuon nearly all assignments, and surely add imeor— 
tant ones, would be made with civilian personnel. The 
two are not only incompatible with one another, but to- 
gether are incompatible with the recommendaticn against 
double staffing. ith the exception of very few and very 
ocvious cases, such as surplus disposal or demolition 
of enemy installations, practically any pcsiticn could 
fit ooth civilian and military criteria - surely most 
positions in the Pentagon and related heacquarters ac- 
tavrtbies and offices, 

It is clear that we are no longer talking about the 
same civilian whom we were talking about earlier - the 
high level, policy-making, political apyointee or sche- 
Gule C servant. Now we are talking about the profession- 
al civil servant. He is no transient. And while in many 
ways he 'competes' with his military colleagues for in- 
fluence, positions of power and recognition, he is much 
closer to the problems of the military, because he has 
been sc involved in the administration of ‘the military 
departments, and in working side-by-side with numerous 
military officers. He feels often that he is more know- 
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ledgeable of departmental affairs and practices than are 
the host of military officers who come and go every two 
or three years and do not have to remain to live with 

the castles they build in their short moment on the beach. 
Citen ne feels. That «the mititury orficer “has mo experience 
in management. He Teele as thceugh he has te rock with 
the seas, now working for one officer now with another. 
wach may have very different ideas about how things 

Snoula De rur. ‘“Cne may ecmplerely undo every tUnine fis 
oredecessor has done, only to have his sucessor rein-~ 
SvaLe “tne sCripinal. «He Pings Pitvle solace in tues 1ded 
Pastel Wis WOss dOce mer Tike ai sowideac ali Nemnecs 

Go is bide his time and soon he will have a new one who 
may be more sympathetic. He feels that the important 
jOoSkall wo TO the military sand ttinere arora d ly sainy 
'choice joos' to which he can look forward urless he 
moves to a non-military department, into agencies with 
which he is unfamiliar and in which other civilians have 
long-standing seniority. 

The military officer often loses patience with the 
orofessional civil servant. He sees him as a oureaucrat 
dedicated to self-preservation and, except for expansion, 
to the status quo... Vegetation: “He sees the civil ser-— 
vant drop his pencil at 4:30 o,m. in the middle of a 
sentence and rush for the parking lot, while he, the or- 
ficer works late. He sees the civil servant as one who 
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does not have the education he has had and not nearly 

the degree of management expertise he would have expected 
of our professional administrators. He can remember 
having his first command when he was 25 years old, per- 
MaoS Cr oa Sitall ship... company , Gr a large aircrath witn 
a crew cf a dozen personnel. Not long after he was 40 
years cld he had a larger command - perhaps of several 
Mmymerec oer sos. In Detweecnnwere a= nunber sol Fotaris joc. 
In all, he feels he has aS much or more management ex- 
Somvenceras. tne Civilian. hat is more, he knows that 
scon he will be goings back to the operating forces and 
Wl have Lo Tive Under the policies, plans, and direc— 
tives which are presently being produced, while the ci- 
Villian Wil] remain apart from the implementation of his 
own designs. He is determined that those policies, plans, 
end e@irecvives Will be, Albert imperi cet... workable av ime 
overatins level. He insists upon militsery control of 
Such Mmabivenc. EMeuch me SUDSeGr Us the spreceolvor lt re 
Male. Civilian controls He: seestat-as' just that = uivi- 
mate, He does not see it as a condition at the inter- 
meagiate.or bower levels. 

Mn abl of this ithe two know hat: tae, cannot eco 
WlbHOuLt one sancther. “he mWilitery olf icer cease in uyine 
Civil servunt the needed stability and continuity of acd- 
Mivistrarien. neleivil. Servpvant S6GS an Sune Ol Pcomm mc 
Operational knowledge he brings with him. Again, in the 
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great majority cf instances, they get along well and have 
established, though often tacit, working relationships. 
It is only when either is challenged publicly that con- 
flict is certain. It is during these periods that their 
rélations are most publicized and not during the more 

fre uent and longer lasting periods cf mutual suppcrt. 

Today there is a third dimension of civilian-mili- 
Dap y relaticns, Unlike either OL the two already dis= 
cussed. It is the interface between the civilian scien- 
C8stane tne military officer. “he searing crenth of 
modern science and technology has caused a great need and 
influx of scientists into the military departments. ‘There 
are, for example, nearly two PhD's in the Office of the 
Chief of Naval Operations for every admiral.® Many of 
Lae se SClenvists Work Gireculy under military of tikeer ce 
frequently at higher salartes and with greater social 
Dlecat1 Je on the COmmunaty. 

Here. “the feelings 201 Olt ieers Vary oreauly,. Orton 
maversly in scientific rapport with the ace and rankeor 
the officer. The younger cfficer; pernans With ano advice 
degree in Se@merscicntilie adisetplane, 1S srequentin san 
Symoathy with the scientist. He feels as though he may 
have a better understanding of the interdependency of 


technology and warfare than some of his superiors. He 





<n 


Ssee Office of the Chief of “aval Coeraticns tele- 
phone directory, OPNAV O9B8 - Pl, Jan. 1962. 
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frecuently goes to the scientist unofficially for advice 
concerning the applications of technology to military 
proolems. If he has not learned a scientific specialty 
of his own, he has usually been introduced to the vari- 
ous disciplines enough to know that technology is an un- 
mistakable ingredient in modern warfare. The more senior 
officer is usually in one of three groups. He may hime 
self be highly scientifically trained, as one of the very 
few of his generation of officers, and have a keen under- 
standing of the relationship between warfare and science, 
If so, he has the highest regard for his scientific col- 
leagues, and their arguments are of the variety to be ex- 
pected among mature, thinking, persons. He may not be 
so trained, in which case he usually stands among the 
loudest of pen-rattlers. He strikes out against the soft 
intellectual defense in favor cf the old fashioned 'fast- 
est-with-the-mostest'’ hardware approach, often overlook- 
ing the fact that the hardware he holds up in evidence 
azainst the scientific approach is the creation of the 
scientist he is indicting. He sees the scientist as an 
ezcehead, living in an ivory tower if not a fools world. 
He cuestions the involvement in military affairs of such 
men who have never so much as had an eye blackened in 
anger. 

In petween is the vast population of the uncertain. 
They have too oft<n seen the impossitie materialize to 
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GVestien LOO Strongly wine words Of the Scientist. Sit 
the same time they speculate on where it is all leading 
and how much control anyove - scientist, officer, or 
Cavirivan — Nas Over where It willl all take us, 

The scientist, reading these widely varying reac- 
tions, sees in the military officer all men. KHe, there- 
fone, 15 Less ithely than anyone: tovclacsity milatary 
officers as a group. He treats each as an individual 
and behaves accordingly. sut there are still predomin- 
ant proo.ems which he views as paramount to sucessful 
Secientitle ©peracions in “the milivary amphithestre. | ae 
feels that while in many Gays he is oCetter anole to carry 
Sal mis ecientifiec Work In ay eovernment- laoccretory.) he 
iS, Sure that, there is still Toc much. control. of sevenu: — 
fic endeavors oy lesser qualified officers. “hile he 
Pescpect« the Neca Tor user involvement, Ne Gdeolorces user 
control during the basic research and development phases. 

When the scientist moves out of the laboratcry into 
the Pentagon he sees tremendous red tape, misunderstznd- 
ing of the role of the scientist in the military estab- 
lishrent, and a great deal of provincialism and power 
struggling, none of which he regards as optimal. He 
often feels that the military and orofes-ion&al civil 
servant make thinss unduly complicated, even what few 
Simple things remain in this world. He sees them trapped 
ine the irre bevancies Of “tran tion, oreLocoL, soolinvic. 
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anc Gigectives., He sees crisis orientation in an organi-= 
zation which should be mainly concerned with long range 
planning. He Sees qa Nandfil of senior officers ir who 
Nevins sreat respect, and with whom he can communicate. Sut 
mot nearly enough oO: them. He sees a greater numer of 
NUadOrvOrt i cers Who Mold creat oreomise,- but who are toc 
nuMsOr LO meke any real dirterence in times waren wai’ 
mor no Oné.. He too wonders what’ will come of it all and 
if he wouldn't be better off back at Eell Labs, or WIT, 
or wherever it was. 

still another plane of intersection is that between 
the military and the civilian convractor~ Wany elements 
SOneine LO make their relatidonshnio probably the most 
Satisfying of them all. To begin with, the two are not 
in competition with one another. Their co-existence is 
one of mutual consent. They seek each other out for mu- 
piel “generits the Off icer“foOr Amoroved Wilitary Ssystcinc. 
PiosCivictan bor scCOntn. cl and a par sin ate imav)Ouat 
defense effort. They seek out each other's advice and 
work closely together. Pleither one of them knows any 
quitting time when they are on top of a prodlem. They 
usually speak the same language and complement each o- 
ther's weaknesses and strong points. They Seon ahaa tial 4 
together. ilany times the civilian has had recent ex- 
perience in the military, usually as an officers; Some 
ure graduates of service academies. the officer knows 
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Uaeateoe Coan Usually depend upom the civilian, to orocuce, 
He likes the bdDusiness arrangement and the knowledge that 
he can tell the contractor what he wants and get it. If 
he doesn't get what he wants, he knows that there will 
Dreemoly De a very good reason, rather thmen the shoulder— 
shrugzing salute and excuses of government agencies. 

mien “Lnere iS conllicl petmeen the -orricer 2na cgi 
lian contractor it is seldom allowed to get out of hand, 
usually due to the diolomacy and political acumen of the 
cOouurictor. Their misgivings about one another, if @eney 
Mave Uneno rare rarely “exehanted, Bul -0f ten the civ 
sees only a few officers for whom he has great respect in 
a whole organization, Others he se=s making plays for 
power or sheepishly agreeing with superiors on policiés 
which he regards as stupid, inefficient, contradictory, 
and potentially if not actually very costly. nd he knows 
something about relative costs - that's how he makes his 
living. He regards many of his ofticer colleagues as 
politically naive and technically mediocre. He feels 
that, if he ever had to, he could ouffalo most of them. 
He regards it a matter of practise to let the officer do 
most of the talking until he knows him better. He sees 
in the military many cliques and he must know who stands 
where and in whom he can confide. He sees officers as a 
group of people who are either extremely underpaid or ex- 
tremely overpaid, and rarely paid what they are worth. 
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He Must win the confidence of those who will decide’ on 
hnis™aroporsal, Out he is nmeaturally attracted to the few 
ofricers he considers highly underpaid. He hopes they 
are one and the same. If they gain mutual confidence, 
and they usually do, the civilian will give his own o- 
pinion aS such in addition to his company's opinion in 
matters where they may not be the same. ‘the officer will 
Seca fOr Nis ‘Superidors OUL Will speak i orshnimserinas 
well. Many more tax dollars have been saved through this 
mechanism than will ever be known. Many are the ideas 
Malco Mave Ocen injected tChroupn this relationcmis . or 
systems improvements which were not always in the ori- 
ginal bargain, nor provided for, nor always allowed, by 
regulations, contract law, and policy. 

At the same time the officer hus his misgivings 100. 
He Sometimes sees the cortractor as too ccmpetive - too 
Willing to unjustly attack his competitors. Very often 
the officer has worked with those comoetitcrs and is more 
knowledgeable of their output and ability than is the 
critic. The officer sometimes sees the contractor as 
hungry - or intellectually dishonest - willing to do what 
he is told if it means more profit, even though it may 
not be the best thing to do from a technical point of 
view, He sometimes sees the contractor as patronizing 
and overconfident. He regards them as brilliant but in 
many cases naive. In their effort to gain contract 
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aporeval some contractors so too far in stating their 
real or imagined ability to solve military prcbdlems. 
The officer is sometimes suspicious of such stated abil- 
ity when he may know that the problem is long standing 
ana very “Much more complex UtUnanvthe civilian mares i 
Sut tO Deo In special instances he may even see the con- 
Bae UOl "aca CONpPELALOr, particularly it “he contrac cor 
can Out-perform the officer on his own grounds, whatever 
EneyY= may. eso Tis 1S not yare. and lit, thescentractor 
does not Subdue his role - even give undue credit to the 
Creicer anvolved -= a very hard “thing for ascomoctline ~r- 
zanization to do = he may alienate the officer and lose 
a valuable customer. More than one corporation has suf- 
Pered’ trom excel lence. 

From this discussion the reader might guess that 
our defense organization is composed of high school child- 
ren with grammar school intellects. But we rarely hear 
about the normal course of business. #e seldom hear adout 
how things get done. Yet they do more tran they do not. 
ind while each of the conflicts discussed here has been 
played out or are being played out today, each 1s a gross 
generalization. There are nuances in between which are 
not even all known to the author and which certainly 
eould not be listed. There are civil servants who do 


No. rob their -penciis au-4:50.. Phere are 011i cers wie 
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drop theirs at 4:00. There are contractors who are not 
diolomatic at all. ‘There are contractors whc are not 
greedy, because they do not have to ove, or because they 
have principles. There are good scientists who leave 
the government for more money, and there are highly com- 
petent contractors who take joos as civil servants for 
consideraoly less money. There are officers who are not 
highly technically trained who have an uncanny under- 
standing of the techmo-military interface. There also 
are scientists who are politically motivated. 

More than anything else said here, there are argu- 
ments which are real arguments and honest disagreements 
which are not wholly ef selfish origin. There are y»eo- 
ole - most of them - whose motivations are irreproachable. 
The greatest voortion of the time the greatest number of 
neoole work together and do what needs to oe done. The 
metion that becuuse an Gnterprise 1s the bigeegesvt in tne 
world, employs the greatest number of people, has many 
times the budget of the next largest, and is by far one 
of the most important enterprises in the world - the no- 
tion that because of these things we should, at far be- 
Low standard salaries, have nothing bout the absolutely 
oest talent possible thrcughout, is sheer nonsense. No 
matter how one cuts the parts up, there are still only 
10% of the people who are better than 90% of the people. 
ynd they are not all in the military nor in the civil 
service. Nor are they always appointed to executive 
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positions. Nor are they all in industry. Talent is a 
very scarce national resource. All is not well, but 
all is not as chaotic as some wculd have us believe. 

AS long as we recognize the need for military ex- 
perience and civilian control at the higher levels; and 
military experience and continuity throughout; and we 
recognize these things simultaneously; then we must commit 
ourselves to a policy of civillan-military co-existence, 
and tc a great deal of dual staffing. This may not be 
the cheapest way to run a railroad, but it is the only 
assurance we have of keeping the trains on schedule. 

The orice of running a defense orgunization is ex- 
tremely high anywhere. You Cannot Capitalize destrovers, 
tanks, or jet bombers. There is no profit motivation, but 
there is a great fear of losing which makes us want to 
play it safe - to hedge our bets with a little extra. 

And the price of military-civilian co-existénce is high 

in terms other than simply dollars. dHigh level disagree- 
ments, publicly acknowledged and followed like the Fri- 
day night fights, take a great toll in terms of confiderc? 
and morale in the officer corps and throughout the de- 
fense organization. The consequences are felt through- 
out industry and the nation-body as a whole. No one 

would trade this orice in for freedom of the press, but 
neither can we afford to overlook these costs altogether. 

What are the alternatives? One is an all civilian 
Defense Department. Civilian officials would be the first 
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to sjyuelch any such plan as completely irresponsive to 
military considerations. Another would be a Defense 
Department with civilian officials in all important po- 
sitions throughout, each with a military advisor. This 
wculd cost a price in terms of military effectiveness 
which would be extremely difficult to recover. kven the 
man on the street would rather have the best defense and 
pay more, than have the most efficient government with 

a second best defense. The margin of error is very fine 
and it is better to be slightly over the green side than 
Slightly over the red. 

It is of course possible to have an organization, 
as in part we do now, in which the offices of the sSecre- 
taries are oredominantly civilian with military advisors 
and the military departments are mainly military with 
civilian assistants for the sake of continuity; and at 
the same time follow a policy of no public disagreement. 
In this case the high level officer disagreeing with the 
civilian official would not be permitted to speak out. 
The price here would be very high indeed, and soon there 
would be extremely few if any outstanding individuals 
who would be attracted to a military career. 

we could assign military officers to our Secretarial 

would be 
so0Sitions. This/so out of character for our society 
that, even if it could work, it would never gain accep- 
tance, least of all in the officer corps, which is all 
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too aware of the hazardous potentiality of politically 
motivated military oodies such as it has seen and known 
in other countries. 

The price of the system of ‘conflict' is high, out 
it is not as high as it seems, relative to the alternative 
Systems. !uthermore, we understand it. It is as much 
a part of American Government as is the Presidential View: 
the Congressional investigation, and the Supreme Court. 
4nd it serves an equally important role. 

This is not to say that improvements and reforms 
cannot be made and shculd not be made. ie must provide 
the organization necessary to permit military respon- 
Siveness, doth military and civilian management training, 
a better mutual understanding, and ultimate civilian con- 
trol. This we can do through an organization oittern si- 
milar to that shown in tigure 5. 

The system of 'conflict' is not peculiar to the 
american form of government. Is not a house specialty 
of the Pentagon. It is, in fact, the mainstay of any 
unwarlike government. Air Vice Marshal Kingston- 
VieCloughry stated it thusly: 

\s long as there is a boundary between the po- 
litical and military authority, and this is an es- 


Sential feature of a democracy, any sQ-called oer- 
fect Whitehall machine is impossible. 
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9 kingston-lcCloughry, Air Vice Warshal i.d., 
Defense, Policy and otrategy,Frederick 1. Praeger, Pub- 
lishers, N.¥., 1960. 59.109. 
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This is more than the old-standing bilinear system. 
It is a means whereby individual and organizational growth 
can be effectively planned. The civilian assistants and 
aides on the military side of the house today would be 
the source of civilian executive power on the right side 
of tne house tomorrow. The military assistants and aides 
On the right side today would be the prospective mili- 

kach major official would have his own ‘interpreter’. 
tary executives of tommorrow. / Each would have been intrc- 
duced to the others problems and outlook. Each would know 
at least some of his opposite numbers on a personal basis, 
a point frequently disregarded. And there would be no 
HOuUov B00ut WhO was in charge of -eitner side vol (tne  er— 
ganization. There would be no competion, for example, 
for control of the management and administrative ser- 
vices org:inization in the military organization. It 
would be clearly a militury jobd with a civilian assistant 
and junior civilian aide. Similarly, there would be no 
argument over whether the comptroller positicn on the 
right side should be filled by a civilian or military 
officer. It would be clearly a civilian position with a 
military assistant, and verhaos a junior officer aide. 
If there was to be any argument it would be of the or- 
der, “on which side of the house should the comptroller 
appear?" If this could not be mutually agreed by both 
sides, as in most cases it probably could, the issue 
would then be presented to the Secretary by members of 
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the Advisory Group for a final determination. Such an 
org.nization would work not only within the individual 
pia tary Cepartments, Out im “the Get ice of Une Secre via, 
Si ebetense as weli,. It weuid provide long term grown 
BaGrerns LOr-civilianvand officer alikes “Ihe civilian 
eOuld See’ the. potential of @: career in detense, one wien 
needa not end ina capacity subservient to a military of- 
ticer. It _ Weuld provide-an- attraction for talent, ve rcon-— 
eucive LO-a DeCleY mutual ‘understanding, and (most imger— 
tamt Of valiby Would ensure maximum military ressonsivenee. 
miunin Chest ramework “of ultimate civilian control. ft 
would permit regular turnover -of military ofricers te 
keep the organization operationally oriented while pro- 
Viding continuity throush ¢isilians. it would oe in come 
me Le 1COmtraciction er the Guoves recommenda trous.cnarme 
MOOV cr Gorm ios. Or. 

There is no pverfect Pertazgon machine Which is not 
from time’ to time in need of oiling. But the squeak: 
must o¢ heard. ‘Tid. a1) Une. Sreventative: mainte noancemad 
tiiemwecla will not completely elimina ve: thevcha1cée orgs 
system breakdown. If we knew how to tool parts that well, 


we'd oe well beyond the stage of needing such a machine. 


Clearly we're not. 





the Advisory Group for a final determination. Such an 


organization would work not only within the individual 
Mibivary departments, Dut in the oflice of the secretary 
of Defense as well. It would provide long term growth 
batterns fOr civillan and officer alike. -Une civilian 
CGOulassee ine potenti! Oita Career in defense, (one) WoacH 
need not end ina capacity subservient to a military of- 
ficer. It would provide an attraction for talent, be con- 
ducive to a better mutual understanding, and most impor- 
tant of all would ensure maximum military resvonsiveness 
mov oom the framework Of ultimate civilian COonvrom. fr 
WOuld péermilU.yvesular Turnover of smilitary Of icers oO 
keep the organization operationally oriented while pro- 
viding continuity through civilians. It would be in con- 
plete contradiction of the quoted recommendations of the 
Hoover Conmissi On. 

There is no verfect Pertagon machine which is not 
from time to time in need of oiling. But the squeaks 
must oe heard. ‘nd all the preventative maintenance in 
tLhesworle will mot completely eliminate the Chance Oiaa 
system breakdown. If we knew how to tool parts that well, 
we'd ove well beyond the stage of needing such a machine. 


Clearly we're not. 
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DieaNsew ChasNtlZaTTON 3iND MAYICNS) JCMRLAND : 
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och HTS Rn NOTES 


Prior to 1798 naval affairs (there were no ships) 
Were Nnandied with Army silaiprs,.85 Wercetor "Hal tatver 
Interior affairs, under a single department of the gov- 
ernment, the Yar Department. It was largely due to 


President ‘dams'! 


dissatisfaction with the handling of naval 
matters “hat a separate Department of the Navy was ese 

tool ismed “im hab years invite ooo wi thet he acme ieee 
Of overseas, territorics, thergmias little alee Ilion cu. 
Ved COurecoOnSIaeraliLons GF Ie Catlon- of Ines remy mie 
Dovivis ss ccOordine LC Stanley, tne Jcint 3card Was teeerred 

in 1902.0 ‘On ioril 22, 1927, the secretaries om Mer ana 

the: Mayy jOtmtly promulgated Une “pampntiet. Joint. jcrvon 

of the army and the Navy, Svipersedine wand rescinding 

their previous “Joint irmy and lavy \etion in Coast De-= 


fense", These were the forerunrers of today's JCS Pub. 


joo 


Unified \ction ‘rmed Forces (UN4iF), The 1927 publica- 


tion states: 


Me authority tor the Joint ooard 4 = pub) manied 
in sar Department G.C. No.94, 1919, as amended by 
ROMo. 29, 1927, and Navy Department G.O. Fos 49), 
AG, as amended Oy Gly Nosio2, L19e7. 2 ime weeace 
COreo VS UStims Ol tne Chics Of .0al ioe the enuty gaa 
OF Sterf;vand the Assistant. Unict of Stsrt eee 
Plans Division, General Staff; and ...ethe Chief of 
Payal (operations, ana the Direcror, olan saa 
Sion, Office cf Naval Cperations,....with a Secretary 


O4 » 


Peailed-irom the oerseonnel: cf either... Depurtirent}? 


Os 


Co 


ui there Was still no statutory description of the 
mreew ge ie 

ie ex tote JOU a encie “or scoorn | 14026 

between the irmy and the Vavy have no legislative 

DOr “ere ULIVeG basis DOr CxXiStence...6 leoe ae iorcs 

exist as a result of agreement between the Secre- 

taries of the a4sr and Navy Departments. The ree 
commendations of these joint agencies are advisory 
only, become effective uoon approval by doth Secre- 
barre seein in, ome cases upon further approval dy 

Une reo 13 ert.. 

Patio Lice, ae oriny snd “aver vod some eecard 
was established, consisting of the "Assistant secretary 
ODMmNaY ano tae Iesistant: Secretary of. She avy, assisted 
by ten committees, together with many subcommittees com- 
nosed of officers on duty with the war and Navy Depart- 
ments wl< The board coordinated planring for acquisition 
of supplies and manitions "for war purposes or to meet 
the needs ol any joint planesccalsoec2.svolvine a “sul tacre 
lesislative orogram which will enable the procurement 
7 . | nd 
Deogran Co le ut Jete eliect. 

in ives the .erenautvical Peuta Wasc~cctmol.sied 
"Lo prevent duplicaticn of effort and to secure...coore- 
Giat. em ane tne Geveloument ‘anc emo lLowiectie. Wime. 2 rniy 


nl4 (The author wenders if 


\ir Corps and Yaval Aviation. 
any of the orig,inal members of this Soard lived to wit- 


ness the recent TFX controversy.) 








lOycint \ction of the pend. LAG Navy. Pre pared, 
the Joint soure, O)ae a Sn) Gua @ em. 0), Ale. 
oe) Ee ; is | 

apie te POtd25 COU er Wy rene oso. 


EA 


eee Sar aatdey 
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Prov *S'cA® tere included in the 1927 dJocur@ént for 


adr0intwmh of “unity of command" commanders oy the Pre- 


7 B e ? e 
ee, he Jcirt Bearc occu me ine 


Cc 
Ce 


Sree TCC 1047 > Cia. © 


-— 


eciurve- in --Or)] OG li Sp%arartly dye tC toca ce line 
Orientation, anc @e suceseces fy tive cs tarlichment of tne 
Poin’ “Gaiers ¢Crestarf (ICs), in action wreeeal tag errom 4c 


ecussed later The JUS, 


ite 


fpeeg ia On erence Pee ci Will ber 


with cc=@gual Merocrs ia, cOmGisted of the rmy and Mavy 


service Chicfs @ngy tam [CO ae we Coeral of the “rmy “ir 
Or Ce jai fl eee ly, foe na ee ee the (Comma 4S 


dant <7" er. 9> Boros. .(Thessrny S49 orc Gme Betuslly 
Serre immeC isos Lvs. “POUlCR a mee oo Pesuiluec! >. ome 
Soe le fTorcrere Toeocndemes or air fereces ance tiese2ock 
Of Chives ‘aes. Put 21s0 to uliee our Jus alone 
fine:> Of Beier tich Unies cof Stueit Gommrttec), “Tae 


Ge UR me fercc Sigsoy* aro *Q a Le ccntred of their 


4 “= \ ~ a > oN 3 a pie Shes, a Sion 4 
| 3 1 ie ( ( J = yy : C At p Omri. ele “ ar e teas leas Ore 
cr © ze - e ~ — e i ~ } faites Ba F ain 
ih é Come 0G Lie, 2 baw Te Go sOocn Degen to 


maernct oy “a cower Same OOs §Cr amerv¢un military 
leaderray. >. 

"Mt 1s the. peraie> 1 Oeil! . i 9 2 DCC mt Seo. 
NC ee oNbOnChy 2Cr. ee Gee LOT Le Pats On was oy oj0sed 
OY the Bae 94> Sea CT COW er oC rare ror tne ao ed 


7 -~ . ~ } 7 3 ‘ e 


nye ae on iL ° Z = P a e ° _2 a 
LCs mee, 6 Oe La 1 GSW L0Or C2 Om So Sais Goat cree col hae) Muy cayl sinzle 
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depar tment "re fact, in 1921 such GBciclmmicr (H.n. 1o45eR 
(ema Genm2ress), Fase cefeatec en the House sloor 150 to 173 
- a mere 18 votes.19 

she 2ec.0in= blow in Pevor OPeeuech Lea ie icnewas 


ent- Truman cn VAeecer 19, e4-, when in 


NQ 
- 
= 
ro) 
— 
ae 
y 
te 


memeera Gc) eO COngiers he said. 
Sw .rericcnt@ee Conmander.in Chie’, eheulea acy 
perscrally Have tc cocrdinate the amy, Gey, 210 
the @MMr -crce. @@ith Gl) the cthdrepremiens befcre Nar 
the Presvdentl Gaigactl Ge expected tC Dalagge-§ acu = 
wera. aoe of the national deferse. mwas shculd be 
adle LPnre for that CoCr eCIratlion. .ggme7 the ~425binet 
Level. 
inva year anc a half it."iec IW act exactly as 
Truman Hac marted it, but Stems only wm matter of Cimge 
In eogiticn vo crea tite the "aticnal Sect 1 Beeurn- 
Git, precuratly. O77 1 mee tle mUl2Cour y -services 3 creater 
part to olgy in deter inwiewaetiicnal policy; the ventral 


elligence ency (Ci .) te ccordinate the intelligence 


Oc 


erecris of thermilitary .orvices gnc Over SOvernmer sek. 
Seles), uno-tn= Pational security Mescurces @0arc., the ie -— 


ernificant nmea- 


—J 


joe fr 
1 


Poona l Security 2ct Of 1947 aoe tne first = 
cure of service unificaticn since the establishment of the 
Departrieant cf the Yavy .° @ Q@Rosrate déeoartrient in 1798. 

Itealso G@staolicres. Timeless Gmemt Of the. Sait wie < eer 


Seder ue ex eculive department. 








“Unification ov the .ar and Navy De zens pmenesS tic 
Postwar Orgatization Tf Or rT Utional secur ity a heport to 
Hon. James rorrestal, Secretary of the aoe eon Te oy terdinand 
POWs Va a tea: senate vommittee on Vaval Affairs Print, 
WS Owe ang RM ey a ee ea 


lVonoted in Stanley, Op. Cit., 9.76. 
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The Act estadlished the thmee militwry services as 
part cf a National Wilitary Establishment, for which a 
Pecleuiry «cl Setense was previded. Mine three services 
PeVained Cyeeulive déourtments and their secretaries con 
tinued to enjoy Cadinet status. Vhis provision was to oe 
Ene SubjeCt Of Jater COnLPoverciecso Wien wal Ler Spocine— 
Ment .Ol vames Ve Porrestal as “the fir=)' secretary,’ of -De= 
Pevnse | CONSIGsracle: CONFUSION arose as tO Nis “Status wWieo 
pecerd. to tie service. secretaries. ne -Wae 1 orced” 10 Open— 
at<“ muinly in a coordinative capacity and orimarily oy per- 
Suasion, 

In the years to ¢cme,. the 2uinority- ci tne Secretar) 
of Defense (S-CDEF) was to beccme a fundamental issue. In 
nearly all instances of subsequert defense legislation, the 
President was to reouest more centralizstion cf power in 
bie “Ort 1ee (Cl The soScretery -cl VWebeuse, Vane lecerrCrr the 
Dervice secreveries. nat TeetmwWasrenly, oO. matter clo tines 

Ssomeaihine else hapoenea in 1747. almect.withcutsac= 
biCee DU TCUPWLENOUL Siem ii ieances. 10 yer Ae 
Manhattst: Progect was estunlisned as the Armee Forces Spe- 
GCial “eaoons Command. It was the forerunner of the uni-— 
fied Defense sgencies, and is today known as the Defense 
Monre -ouploCrt: er ev. bisa). 

TeGsay Gt 1S shh Ore emia Cm Cl ever (COC eae pia, 
ane while it is: nct immediately under SeCosr. as is the 


Bee. Sool y Neencyy eit ber ris Tt unger the Joints uate 
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na 
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Cyl 


a 


an 
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Rike@ets lutter-duy sister agencies, the Derense Wommun- 


a 


es it is ime 


fe 


Jj 


ication ("C.) and Intelligence ("l.) sgencies, 
MeGciet ely responsi >le to the Jus. Bub eaak  relsetions wre 
the J-Staff have been very closs, though sometimes strained. 


peas Na hada Consideravle Gniluence on the Suthers, 


size and erfectivenecs of the JCS and J-staff. ror as. 


eucC HOPE Closely #ith th” *8.0ric aera) Comnicetons (mie) 
thie has, for exampl]=, given the JCS the direct ear of the 


Deo Woere. presrure Cculd Os "bronuent le -Cear in payer i. 
military recommendation with regard te nuclear weapons. 
~ance Naor Das Supporting LTunecticnstoe the J@a and the J- 
otaff, it has also increased the effective size of the 


HG TIM scbutt Cis tteranlys Ja Linear. tare. is nO Mirela 


eonsicered, It is difficult tc judge what might have 


i 


ce 


eed | 


haopened if DYaA hac Deen In “Cop prover, buL 10 as 22 
GO say ithat ates olacement under. the JGapreatly strenc- 
thered the JCs and J-staff position. 

The JCS met in Key “West in March 1948, to determine 
service rcles and discuss such sensitive matters as naval 
aviation. «road missions and roles (air, land, sea opera- 
tions...) were forthcoming, but Little agreement could be 
reached on other imoortaunt matters .¢€ mm the strategic value 
of the flush-deck carrier),?° The Key ‘est agreement had 


very little effect-cn»the Status,oquo. Tfoanythine ee may 





ee ee Sse GS ee eee Gee ee ee i Cr Cee Ere a ee ae ee eras Ce < 


© .swmone, weal. Yegr Ureani ane cr Delence,. ene ge- 
UO Uni te Sepess.. Prince 63a .ns. “ble, “ou eo. 
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have had negative results when Generals spaatz and Norstad 
indicated their agreement was only in the Interpretation 


Of the gct of 1947 with Which they disaepeea in principle: 





Ee ae fe oe ere 





it was apparent that the ‘agreement’ was worthless. Inter- 


service "ovickering" was evident, and this added fuel to 


cr 


meyiire ct these who scught sreater control and Cantraii— 
zation from above. It was not long in coming. The agree- 
Meme id not specif. cully sive the Senemeemcairect1onrc: 
all combat operations tc the JtUs, {The 1953 revisions to 
the agreement added as a function of the Jcs; "including 
eiuidanrce 2 Or the ooerational <cCntrol or 1 Cres and Rio eae 
conduct of combat overations",19) Primary functions of the 
services were further listed and clarified later in 1948 
et tne Venport Cont erences 

The 1949 amendments to the act of 1947, based largely 
on Hoover vommission recommendations, changed the name of 
the National Military sustablishment to the Department of 
Defense (DoD). This was more than an attempt at allitera- 


tion. ‘hey stated once and for all that legislation per- 
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Gt 
03 
kHe 


ning to powers cf heads cf executive agencies did in- 
Geed apply to seCDke, greatly strengthening his position 
and status. His powers were consiceraodly strengthened. 
, Deputy Secretary's position was created and the three 
Special issistants were re-designated issistant Secreta- 


ries of Defense (Ast), one of whom was to be the Comptroller 
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1stanley, Cp. Cit.,p.180. 
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of ve Defense Department. i\lthcugh it was provided that 
the militery departments would be separately administered 
Spevwe ocrvice S2tretarmics, Uney ,ere placed cistigeuly, 
unacr the direction, authority, and contre! (cemronly ealiped 
"Dac" powers) of the Secreatry of Defense. The service 
Soeretvaries: VOsct neil “post tiem 24. Clot net ememoer es wn 
S«CDie's power to transfer, reassign, adolish and consoli-g 
Gate furctions of the services ("TkaC" sowers) were clari- 
fied. He Was not to have Big peers in matters concerning 
eombatant Tuncticons. Use of these powers elsewhere was 
Brenioited without first reccrtine to. the vommitvece on 
Memed Services ci the Consress. \os0Pie was en jeined 
Geoinel Iver. ths Lie. GervicecMCr regtao Li Shine sas uaaue 
chief of stuff cr armed forces general staff. 

the 1949 kmendments created. the nom@ycline Doesciticn 
6f Chaivmam of the JUs whe woula not. exercise mid tears 
command. Again Congress expressed its traditicnal view 
that there must be a safety vaive for disagreement among 
Mivitery Celpartment?’, provicine 7 Or a Tree sstavemenmcse. 
minzority Opinion and a healthy Gdegree.of cornbetivion. 
The right and responsivility of militery men to speak 
frankly to Congress was reaffirmec. ooome of those who 
rememoer suggest that certain believers in the tradition 
Or Separate Military Services O1dc040n the Nyooriece. 
that the cnly certain way of avciding dangerous centrali- 
zation cf military pocwer, was to keeo them at each other's 
threats. = ind@ahen,, in the mind crythne sub lic «1 Ccncre-c 


ol Q 








they were at one another's throat, the cry for more voower 
POreUinNe TaeCcretary oi “Del ecnee ssolndea mereercecCnd otc a ao© 
it Was in the amendments, along with the calls for civi- 
renee Ont ol, “Nate cOnsi@geraoly more> Dover Weis) oi apa] 

wie ofcretary of Detense, making him, Dor emgrole , thercore 
Celensa representative in the National’ Security Coune i 
(NSC) and in the Cabinet. By the same legislation the ar 
Pouncil wae changed te-tne mikemec Porces=folicy Councal. 

and the Joint Staff was increased from. 100 te 2l1C efficers; 

Title IV of the ict, "“Promoticn of Economy and ffi- 
Crency ihr Cush eStablicnment ect Unilormeenoce iar, ana 
riscal Procedures and Crganizations," added a Comptroller 
to the Office of the secretary of Defense (OSD) and to 
each “ef the *militery department 4). .uno scenery revided 
the first steos in a revolutionary chain of financial man-= 
agement events which wae to culminate in 1961 with the in- 
Stitution of the ierceram Chance .COntroi oyctem theougncut 
DOD: 

On Mori] &O, 195A, kKeorganization Plan No. 6 Was 
passed by Congress... It abdolished the Munition Board, nad 
bOsra, snd tne Defense oupoly Nanagement Seency.,- se 
ferrin tic furcilors UO .o 707 Ee 

Six additicnal i19D's and a General Ccunsel were 
aqutncrized,;-(creatly Incressiragel fe stat? (or Coe dame 
Secretary's span cf control. It provided the vecretary 
with a "“counter-ferce" of civilian experts within his own 
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statiy, They had solely staff functions by law. 

ime Detense Neore mization. Ect .cf VesS manover ou 
Stuer thimass removed ali deu0ts ae te the eutnerii sor 
CuG (orCDEr, It 18 CoOuntiul 1f anyones in cur ecveraicnar 
mie tne -exceotiom of the Presldenv-and “the €20 lain vcd 
ship, has ever been given more freedom of action. sub- 
ject in certain -cases to Congressional veto, 11 gavetor pe 
power to transfer, aoolish or consolidate non-combatant 
functions. The Act estaclished the Director and Office of 
Deferse Kesearch and =ngineering (CDD&z), removed opera- 
Pion. COntrOi OF Nearly wad i Oseratrns £Orcee Tren liye 
Military Ggepartments ~nd sjlaced this contre) in thew nands 
of the commundere cf the unified an? specified commands. 
The chain of command was now from the ?resicent to the 
Secretury cf Defense to the unified and snecified commands, 
through the JCo. 

The ict prcevided means wherecy the \5SD'’s may in cer- 
fuin cases issue directives to the militury departments, 
while regucing the number of 48@rvice issiftant Secréetegries 
from tcur to three. In short, it further increased “een= 
trol of the military devartments 2nd Torces at thegsre 
and CSE levels. It might more accurately oe descriced 
this way: before 1958, we thought of SeUDr.' ar ‘The Next 
Level'., Now it was clear that there was to be a new level 
in ovetween = CoD = for all practical surpcses. 

The years 1961-1902 saw the results cf pcwers given 


to the SeCDEr im the 1958S legislation. Wlhere w2s  createa 


a 


ar 
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an aSM ‘Civil Defense) and two \isM's were merged into one 
for Manpower, two others into Installations and Logistics. 
Tne Deputy Director ODR&l was elevated to the position of 
an iS®, placing the Director above all isD’s. The Office 
of Programming was established under the aisM( Comptroller ) 
and the Program Package System, now known as the Program 
Change Control system, of budget formulation and review 
Was initiated. ‘The Office of Crganizational and Manage- 
ment. -Llannine Studies was: creaved under the Goner al ou 
Sol Bene rune -funcvLons Or the rClicy Planiiae eat ft Winer 
19D (International security iffairs) was expanded. 

The Defense supply Agency was established, the only 
Super-agercy not organizationally under the JU», With 
nls, greater emphasis was placed On Standard procedures, 
€.€o, WILSTRIP, WILSTaMP, etc. DIA was estadlished under 


Me the serv LeCininved | ence | Gr) Sam, 


He 


the CS, ebro 
many important areas, not the least of which was the budge-= 
tary area. For the service intelligence agencies it was 
the beginning of the end. In fact, it was later than that. ? 
The functions of the Under Secretusries and the is- 
sistant secretaries of the military departments for finan- 
cial management, R&D, and installaticns and logistics were 
etancarcizecs * Minty ceommanc, .U.o, otrike Command wis 
established as a unified command, comoirinz the ‘rmy's 
Strategic irmy Corps (STkiv) and the ‘ir rorce's Pactical 
rer sGcmmame st aG 


O4 o 


nis assexytion dces not apply to all aspects of intellig- 
ence, some of which were already unified and certain of whinh 
remain intact. they cannot be diseussed here, 


eg 
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Die. terce Lee Preater respons ioliitilesy” the ol ate 
ning for the National wilit-ry Command Center was remeved 
from the J-Staff oy secretary khcNamara and assigned to 
DUa = to report to CDh&n on a ‘copy to’ oasis with the 
Jeotaff. CDR&E played strongly in this development. 
ana for those who didn't already know, ODK&is was in the 
game for keeps. They saw to it that they had the talent 
BO Stay - ins 

4s Significant as all of these thinss were, it is 
Giri icult to find @ more important event. than the assis 
ment of operational centrol of the Cuban Quarantine forces 
to CC, albeit in his capacity as “Navy Member of the Jcint 
Chiefs of otarf. (That is a suotle out definite and imper- 
tart distinct ion.) 11 Showed (he-fOS systen was 11 
Sliabies it Was nol SC arvelved: In woCP that s9eci a1 eae. 
Iime CoulG Wot Ue Chickhly «inc Sil veolencly ‘avrrammeea. ei. 
Le Strone evidence asainst th=~claim that the Jus and = 


ote ff are cogged down, 
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por years any military officers and critics have 
claimed that the American Joint Chiefs of Staff system 
should be replaced oy a General Stufi. The claims are 
that the dissention in the JUS system would be elimirated, 
Carconcigcrably lessened? thht our tstali reset cnt ime 
Wold Dé quickened: thit he “yineq ty orces WOuld speaker 
CmesVvOlce>s. “Cur Army ane Wie vorte, at ds reasoned, aave 
traditionally been established as General stafis. why, 
then should not the direction of our Asmed Forces together 
pé accomplished through a eneral staff of the irmec aor- 
ces with a Supreme Commander? 

The prcponents of ths General Staff system have coe 
primarily from the ranks of the army and Air Force, while 
proponents of the Jcints Uhielis system have been mostly 
acmirnls, Congressmen and other civilians. The difference 
oetween the two systems is often not acknowledged and fre- 
quently simeunaens toca. 


teishline,©°in outlining the histroy of the General 


<) 


Staff system tells us how it came into existence in the 
seventeenth century, referring then simply to the general 


officers of the army. The General otaff system was de- 


Se 
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O .geshline, John Robert, Ph.D., Colonel, General 
otafi Corps, Usa, wilitary management for “for National Defense, 
Prentice-Hall, Inc., sengiewood, * ods, 1261, pclvs 
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velcped by rrederick the “Sreat of Prussia and Pierre de 
Bourcet of *rance following the seven Years’ war (1756- 
1763) = Frederick in his history of the war, and courcet 


in his Principles de la Guerre de liontagne It was not, 





however, urtil after the defeut of the Prussian irmy at 
Jena in 1806 that Gerhard Joharr Scharnhorst began the re- 
formation ef the Prussian army with the assistance of a 


es prescribed 


o 


Captain von Clausewitz. One of the poli 
by ocharnhorst was that staff officers sheuld rotute oack 


BOwthe UYCcops. From. lime “Celine, in Drd 


& 


te Keep splays 
On -a realistic Dasis and to avoid a cligue ci stalft ofii-— 
cers. ‘This is the basis of the present U.S. Navy’ 
strictly-adhered-to sea-duty/shore-duty rotation system. 


It is a policy which is considered of ¢ great deal less 


joe 
6p) 


impertance in the army and «ir «orce.. It a policy 


Which 26 .Contnadicucry to the cecectalict concept wou 
complementary tc the sucspecialist concept. 


Clausewitz was the first to define ‘general staff’: 
{ 1] 

Scharnhorst 's proteése, General von Clasewitz 
(1750=1831), did much te a aul the Scharnherst 
principles and also preserved them for posterity 
threugh his military masterpiece, On tar. Clause 
witz conceived that "the General Staff is intended 
to convert the ideas of the commanding general into 
orders, not only conveying the former to the troops 
biat also. working Outro) aati ers cl d6ta 1.) tus 
relieving the general frem a great amount cf troue 
ble." his emrodies the principle that the General 
Staff is the commander's alter ego.. .it remained 
Tor Count von iicltke, as the Prussian Chief of the 
General otaff in the Pranco-Prussian War, to give 
practical application to the principles cr wocharn- 
hor'st ane von Clausegitz. ‘thus the General oti 
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concept as it exists in modern mtiitary organiza= 
tion cume inte permanent being, «4 


In 1902, Secretary of FarSeiihy 1oot made & monu- 


entvas Dia Tor an my Cengmal staitl) in Tne Banus 
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Ol the secretary of Maruter tne Yeur .20e he wrote 
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one most import@nt thing to be dons now for ths 

reeUlaregarmy as the crem@iion Of a general staffi.og. 
Cur military system is,., still exceedingiy de 
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Cn reoruary 14, the year following koot's appeal, 
vongress enacted legislation establist ing an irmy General 


Starf,. section 2 of the law was @@imost a Cardon cooy oF 





ies Peneral stall Mune tions deccr toed in Buy eso. ei 
weneril staff, by General Paul 3ronsart von Schellendorr. 


Wars 1s especially Lover Gevine et ice oc nel Peuderia ce. 
was in the late nineteenth century the head of the opérag- 
Lions section of the Prussian General sbett, wno had struc: 
giled for the indesendence of the General Staff. The ej- 
der Moltke was the first Chief of staff to really pout the 
theories of Scharnhoret, as formalized oy Clausewitz ian 
Cn “ar, into practice. It was Woltke’s deputy and success 
sor, »waldersee, who obtained freedom to speak to the ume 
peror without consulting or even informing the ar Mini- 
Slory nt woo arranced: fcr Lheo2pootniunent. OF Sschel len. 
Q0ri se Lhe Minister OCS aye, atawe so rCha Ss Sci 11) ia 
turism which had been so refined by the Prussians and used 
ac the cecil for, mearl.s eli overmeirnies, Imclwod ae Sea 
ser Loan. iypmy,; which cuused alarm andydistpust in 2 ver, 
NOMetiLiter istic United  .lates. 

It was not, however, the idea of the General otaff 


as descrioed oy secretary KROOL-which was met with ereae 


resistance. It is generally accepted that military or- 
sanizations need some kind of pianning staff. The bone 


of contention has been the idea of a Supreme Commander as 


Chier ©r Stali. “KCol massed over this: Very lic bye 





when he said that plans should be "presented to the Pre 
sident or general for his determination" (emphasis suppliad; 
he was touching on the real heart of the matter, which was 
mow to oecome the truly -erslosive matter untije@orid Ear if 
and after. 

ivcan Oe (seen why -*mericans oartrculaniy abwor wae 
1¢ea CL a1Geéneral otufi wivthwa single chier, even when 
they do not understand what a General staff is. ‘they hav 
the image cf a General von oeecht or von Prritsch, com- 
Diets Wilh monocl}e and mustache obctting World domimat ten 
Nd treir worries are not unfounded wien they “onmsicdera 
MLesbory.6f Lhe German. rent. General ovall , pretabiy tiie 
firest honed instrument of war which was ever fashioned. 

ft 4s to this kind of fear which Generess fas hice 
torically agaressed itself. Im tne Wati onal er ences tee 
of 1916 it was stated that the General Staff Corns "shali 
not be yvermitt*d to assume or engage in werk of an ad- 
ministrative nature that pertains to established burenztus 
Ory Ol iices +Cl) the ~ar Devartment",<9 The language was to 
become more exolicit in the years to follow. 

Bxceot Tor a very oriet pericd after the estiadlish- 
ment cf the Navy General soard in 1909 under secretary 
of the Navy Truman Newberry, the “avy nas not had a Gen- 
eral’ Staite Imibacv. 2U was “tile Creation of the senses 
Hoard, close on the heels of the army eneral Staff whiws 


lea-to an investigation oy direction of President] tneocaam 
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mOOSevelt. whe investigation r@sulted in a statement cf 
tne Cuml role of the secretary, the civil responsibil ivy 
Or prociring the rescurces necessary [cr the ooerating 
Porces and time Military resconsi oli tof peas Ov ieee oe 
Ol Ces5 DUM tiie. tne. avy Dilieer coneumer= or edi. 
system Was created and has remained tne basis of naval or- 
ganization ever since. Jt was further developed and streng- 
eMsied Oy “the reconnentar Tons o1 tne boos Pit lon Moar] 
review of Navy management. 

The Navy did not, however, change the army philo- 
S00ny jane when the Department of the ar force Wa> @rea1 =o 
in 1947, it was estadlished with a General Staff and vhief 
of otaff. Thus we have u Chief of taval Coerations for 
the Bavy, rather than a Chief of Staff, “Navy. itt is more 
Lin an otsStinate desire on the part cf the @avy to tev> 
avowe erent Gite fOr 206 init 

The purocse of the :readia Conference in “ashing- 
TOW ose 2 Ol LON Tae Lae ger econ embry Ineo orld wary 1 le 
and attended by noosevelt, vuhurchill, the military 
leaders cf the U.s. and the =ritish Ghiefs of Staff Com- 
5 aS Oa PO Le Cin Torr LN ROCMO Ineo mere. 
SeEeupiom of the Wares Tre CU ombined “Chicrs of otari eae 
established (which tacitly estaolished the american Joint 
Chiefs of Staff) with co-equal status of all memoers, sven 


the Commanding General of the ‘rmy 1ir sorece. This was 


F a yd 
2 
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In 1943 the american Chiefs proposed "a Supreme 
Commander be designated at once to command all United 
Wations Operations against Germany from the mediterranean 
anc. tne atlantic, "<4 Tne srauwen Chistes: streugly oo0eced 
the plan, as did Churchill, who wrote in a note to HNoose- 
We 1Le 


oo If the two commands are merged under a Su- 
preme Commander, the sritish would have available 
against Germany in way (1944) decidedly larger forces 
than the United states, It would therefore appear 
that the Supreme command should go to a sritish 
oe a q ee Deavery Temvc tattoos Teor 
His vajesty's Governm=nt, to place such an invi- 
aaoue peers LOLA Y “DON wa bor dG. Of oe 6 ere te 
on the cther hand, disregarding the prevonderance 
of foress involved, the supreme Command were given 
tO. a United States officer sand se oronounce? 1.4] 
vour of concentrating on "Cverlord" irresvective 
ef the injurv done Lo cur affairs in the Wediter-= 
ranean, His Majesty's Government cculd not possibly 
agree. “ne supreme Conman ter. %nitish er %8nMerve wm, 
POUL: Ener Ol Cre “Oe. pl aAcCeg aan an Neos.) oboe usbiec a 


6s It is not seen why the present arrangement 
SOUL “Ot continue. Sue ject ea minor improve= 
Mens VN tr Cal se, Suet Cele ime @* 
the american proposal was delivered on November 25 
according tc Churchill. It as peculiar thats or o0pcsa) 
Of Such. Sicnitieunce Would notebe yememoered Oy yams 
Bing who was at the SEXTiYT Conference in Uairo when "the 


oroposal for one over-all Supreme Command was presented 


to us by the american vhiefs of staff in a formal memo- 
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random. rom this it was ap»xarent that the -resident*4nd 
american High Command felt strongly that a supreme Lomman- 


der should be apocinted to ccmmand all the United ations 


noo 


©ocrat ions azainst Ferminy. io. that bine recor ected 


Or Vhat Gay Was the Thanks iv ing Servi ce*yiich tae S7i- 
tish residents of Cairo had so thougntfully arranged for 
the Yanks.©/ VNOthi G2 Was menUleOned: at ats memoirs aoCue 
iie oUuprene ~omnonder oroposals However, thecre: cangoe 
no doubt about what ning thought of the Joint vhiefs of 
etatf system after the Aar- 


Die Oresen cts) Stemaw ich Polove Ce ior a me 
action of three autonomous “services should oesrc— 
Ut Ined gnae< 

dWat. the organazation cf tae JO iat Unite ee. 
DLUAti Waser fective.in Wart ies Sel evident: 
Vueuw ol tne ViCUCcry that Was Wonsscim Less times unan 
even the most ootimistic would hve believed...the 
strensth.-of the Jeint Chie! sof start Wie faniae 
commined knowledge possessed Oy tne memoecrs ance 
the "checks and balances" that tend to vorevent do- 
MiGavienchy “any One person, ~Bhen Une histery, ©. yn 
Joint Uhiefs of otaff ccmes to be written, their 
“~eecora will show how many prooosals = including some 
of my own: had OS ests to cogent reasoning of one 
Of wore memoers. 


In his Grand illianee Gaurchill blessed the Come- 
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binec Chicis of stall contcpt ys which was an interna? toma 
extension cf the Joint staff system. Churchill's comment 


was made after the ‘ar during which the Combined Chiefs 
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“OToid.,p0. 235-336. 


“7 ing, ornest J. and alter siuir shitehall, Fleet 
admiral hing, .. Naval necord, Lyre and Spottiswoode, Lon- 
don, 1953, pe 203. 
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had held some 200 meetings: 


However shars the conflict of views at thse Com? 
Olned vhiefs of staff meetings, however frank ind 
even heated the arsument, sincere loyalty to the 

CMC O CANS eC" orev ait aC Vver navies, Or oer eer en 
oe Decisions reached and apcreved Oy tie teads 
of “Governments were ocursued by 1] Yana 9 game Mi 2 Geld 5 
loyalty, esoecially by those whose original opsinicrs 
had oeen cverruled. ‘there wis never a failure to 
reach effective agreement for action, or to send 
clear instructions to the commanders in every Lhe: - 
dg are ee never was a morg. serviceable war machine 

Slabs sea. atoms able 45.50. 


In the U.S., it is not Surprising th.it the major oro- 
from tne 

nonents of the Generul Staff system have ccme mostiy /.wmy 
2G) ir wer Ce Where the syst7m has been sugwessfully em- 
BLOvVede., St. ae esSC. Bol “Surprisins- Voauw Une Gener woe 
System is generally challenged by naval leaders who have 
Ooerated sucessrully Sithnout acVeneral Stati further as 
naval por Pacers Oi <i lag rank Dave Ceri Ney Wate Tova 
tie ey YCNrecr ss ea 90seq LO land Warlare.. through CoCr an ser, 


with the Murines, and air warfare through naval air onerg-= 


tions, in addition to sea warfare per se 





‘HD LOLCUS “CpeCraUTUCnSs, Sica = O10 Spec iu ye) Glee 
MaVy,; wae the Navy especially aware of and interestedsin 
Unifaed Operations Tone berore- thei ened forces ere ore 
Pam ged “Ons Un tivea, Dasie.) Today. Vee s Gti yous 
fied command (from the voint of view of having large .rmy7, 
Veavy and sip ferce .vommitted’ to TL) yee: sei h ic Sema 


is a 'Navy Sponsored! command, 1.€.,JI"P.C is a naval of- 
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294 cholas, Jacke Deg“GClonel ss Dew; Wolone Pie ones 
Pirie ties “TiS 3 Captain Lit smn 0. eer ogee Olea ie 
Joint and Comoined staff Cfficer's Nanual , Whe stake pole 
CO., Harri sours, De ,loDe. O.Line Bmpeacas supplied 
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ficer whose ccmm.und system is maintained by Vommander in 
Chief Pacific Fleet (a “avy comogonent commander) and CNC 
Tne Department of tne: tee is the executive gaupency for 
sugport of the Pacific command. oo, whether with valid 
reasonins “Or NOL sit may “oe S5eculSa ted inet rmioany senten 
Moya! Olt veers Teel thavethey cre nore Syimpoagtnet Caco 
feuiveons . Soe Perce Tuner ronc Gn oo ecti Ves. cthanoare aan, 
anda ee SOR Oli Cers Syiieiellev LG vCNMOr Uno er Stancil aoe. 
Sea Dower, Ii this Speculat ponwnam any ©aels) timers pe 
ie not difficult to understand why naval cfficers would be 
very Desitant tO DMVe Si {riny- Orme 4 er ce lr ficer ine c = 
ald strategic. command cl the Armed vocrces. Pregmiaiy cven 
more important in the naval cfricer’s leanings is a rea- 
sor similar to that of the ‘rmy and iir rorce officers' 
iaedg. TUS wavy DAC Tred CON Livy RbeGen Cato oieone tn robo 
Odi meur Lines or “mb itary. ae wi tien Onlr ols wade aun 
this resynect the Joint Stuff system more clos-«ly resem- 
Ores the Navy S2 stem thom Le dees, thew my Orit ore. 
Ostensioly, thas Would not. aupesr Vo be Lie veace nant 


a) 


sees the similarity between G-l, ‘<1, and J-1:; G2, A-2, 


é 


OMe gee. ~euCs OuUL Lis Ss is bari ysis erevant- me Ne 
hear. OF Matai CYeanieatlOr Be es Stated CSer ia sae 
establishment cf naval fores requirements Oy CNC and the 
Mite piveny, Of Those Pree iret emis Oy Tine Dureais. ‘nd 


mM thcugh the-oureius are military organazauions wae] 


7IN 


eV 
are IYesoponsible Wo gue unger? the ~exs cutive heir ec iam 
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the Secretury of the Navy. ‘his is remarkably similar to 
Vine Se1it Tumetion or the -JCSs ana cecrect wy of Belense. 
The Jus determine the suvrcrt requirements of the unified 
and specified commands and recommend th= establishment and 
force structures of those commands to ou "wr. The Defense 
Ssuooly Agency, resoonsible to the Secretary, in vart ful- 
Pills those -requirements., In many other wave the Geer-— 
tary intluences the fulfillment of those requirement ¢, 
particulm@riy threugh the Program Change vontrol system 
In the financial arez the Navy hus also longs been accus- 
tomed to the ideq of the Navy vComotrollér being a civil tam 
executive as is the Defense stomotroller., as is not, for 
Sano wee Sle . Or cero onot Oller, 

it 26 no less Surorisine tht Churchill and theta. 
tish Chiefs of otaff Committee favor the Joint staff syste 
they inventer ity. Minny will diseseres, citins th ‘esSteaiicn 
ment, Of/-the meriean Joinv 1.oOurd In 190f4as oD 50sec Bree ar 
ins in 1904 of the vommittee cn Imoerial Ne- 
fensenan Laver Gentral Creanizatiom forever ense ew - 7 
theless, the Joint Chiefe of staff system a~ we knowrit 


today Tat iS Orie in in. the orbs waters nol Mola Voom 


mittee which was established ir 1924. “ut the matter of 
IMSeniaation 1S learpely -acioemic=, Whe .Olnt iS tite 


Veco ia Served the ~ratien LOW min well. ind , a> a 
UsSeUUCnerecs had Sone throucsh tae General Stali deoace 
roe? wo Nad tet Fit tich 19 192° 


ESE 





1 second alternative was the creation cf a com- 
SInetw enero wotalt = tbat iS .e de eer al Stat) Ve 
tile: (emg COncco 26h, Cran trenmiac Phieekect aces. 
[ALS Dcdy would formulate defense policy, issue di 
Pectivea,. ireed,. it Wee claimed, +fon the Serva 
D1Is “na Lendency toward compromise %hicn gas Oresent 
in the existings Joint stati system, Having regard 
particularly for weaknesses revealed by a study of 
the German wartime General otati, the gcvernment dé 
Cigea That it Was uneale 1m preicbice ant sO. vn 
Plane Lola thO.dtvorce respons LO. ity ef Or. Oa imeaee 
iy Om resvonsiO Livy a2ervlne-execution oO: These Olaaae 
This Mad oroved tc Devone cf the cardinal detects cn 
re (rea Sy ete ms 

Ine e-oritich Cecigdeaelnereneroeto Cont ie au 
tneir vhiefs of Staff Committee served by Joint -tafis, 
Thus: the men woo formulatve the plans are those wag 
awe: the Fes xenStOlkivey yor cir Ins em eC eee 
Service Departments. hic oranciple fact pes7 edo] 
CeG an Tae international Sonere suring BOY ewe er ed 
With the creaticn of the comeined Chieiss el Gir ecr— 
Pan Zao, and the american. Joint Unwets oF Rouhit 
have oneruted cn the same basis. To remedy such de- 
fects in pre-war orgsnizhtion as a lack of a central 
ministry; a Minister of Defense und a Defense mini] 
Stry were created. This pave the nececsary too level 
PVCRCrALy and Girect von. in the “oreanr2at1 On 2Cr en — 
VISTIN=G and apelyin= Unified cetemss policy. 
seellie Siteele @inistry “Ce (5559 7 Mes 2dcpted ore a 
1 2S 9.47,01 “the Wany Drcocesil= ccrsiicred. ine ne 
Uiwed states for 2 Similarsyeten, fev 1 aay Nae 
imgfee eo Terence 7S Tete ratich Counterpart. o. 


eS CF -LOSOy) Che 1 oY yee OVO Oly te ele sole 
Oto” «(41 SPCcurement Or tne “rny sige (it sorce 
Ser Ce Rin Nesoene. ISUCh aoe Sutter Wiise re oe eee 
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Bo une Pate o 
WYCOe Or (COUnSe Ulere BS eeoneny ll t erences. 21 ie 


resemolence between the Gritish and imeriean 


a 


hr icin 
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systems raises a point the author did not find anywhere 


bile 


discussed in his research = that is the inate vitne of 
havine closely ¢corresoending systems of “deléence vin amc. 
anc. Seal, Sritains Wile the seint seene elemen Lary. n> 


while itemust hive been @ majcr underlying co7ideration 
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Gurine @me DY iors Lo th@ Biecedia sont crence and tne resul- 
bam. ©oemolashment Cf “hee Comp ined uler Ss ol oval t > 10 1s 
PI OwiL Which 1s a5eerently 2. ined Ge met Cometic eia scr. 
tay Of Ment Ton in tiesminy 9007S On tho subject amc. eae ie 


Pade done ress One wearin 
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18 it B potknt which we can afford to regard implicity* ‘Gen- 
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> Uomes (then Chairman of the Jcinv 


Chiefs of staff), in his storeward to The Joint ind Combined 














otaff Officers manual said: 
ine Statement by rresident, “1 sSennorer 1nak se. 
parave ground, Sea, 2G alr WErfCare is gone Tcorever 
BG. One Of tne orinciple, mani tectattens ce the re= 
VOU itaOnt er ine Oo lace nthe: “Vie Sor warfare...’ + 
TCdsy we Nave gone a step utner Inthe revel een: 
inile we still hive our Lebanons ind Cubas and other »ore-= 
Coma tly Emnerican Ooerations> -the-“cay Of Many Seo 7 ee 
PoC sca. Aer real, AV OLV CMe vase] moe Ofer this 
LOO: Perla ia] Talat On = WOUsenly Cr Ahew revolution a 
Lowy. Ol Watt ne Oulor Thetevelulacm Of chew iic means 
i VveCO=E Tier yy Paver onnien la me wave Seen Loe s ene 
sysbter werk in a world War on an irterrational stif*® hisis. 
Taei mee NO evidence] Tait, Che Cte Dadtl Ey ovener mace 
PUN GLOnime Pil an tine eee er. Sis nS) Seti eee 


LHe “Oct “SUgRMre SycuMeers effective ter small oO 76r 471674 
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Sit cholus, Js¢e Ns, Colonel, Wee: et 41% (regen 
Fevaica ty gale 
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tne Je@int statT system ge 1 hw oasis for Smerican military 
Walavacr, Tne arsument is further strenmuncnes oy con 

SiMe at lon Cr Stili wore conoli-x Marc cr Otnem collective 
Seeul ity “OYreani zation -comoined Ojememicnis. § 20) 1° nO. aie 
ee Ly VG Coat ta et te Shor Orit Ses i Ce ae 
VWereol= USC Aan taner lean Supreme. “enero er In sany Tue 
ioe sive Goe) see cam 


engasement than it was-cn Tharls 


ca 
— 


he CGelis el ve To COnetaer Ghee ree. COL JOC ae 


je 


efricer-of ny Otnor navichnctG 2Cl eS oubreime CU crmaiander.ie. 
ail oblied forces imn¢cludins cur C11, Weimer eas. Saae Cr 
CteT tiehly COnelral rin = scsi . Lith such Dever Mme 
moUuUlG T3iro «he Very elenmm@mt which is mest commen! vy yaeld 
up as the ullinmate reascr 1 OF. 'iaeReembee | Stat h = Wate 
Ce; CGnmince Ihe theuseht that we mignt is am nati cn Mieolcy, 
"Peeie i stall’ syctem und simulteameucsly “ubecrije ttc an 
invernaticnal Joint otafr system Js incorsiste 7t oy dee 
EiriviC@aemmmcal” “<urely prove LOgMe SO by Operations 

Ce Uber SOOinte waited Seere Cone D1 CuOUS Oy ei 
Soe Gib wemecder ence literature: Lie ese mol. cn theta 
chuse: he Sener.) starl Syetem Werks Tor ls. Stas mile 
tar Cervue. at should Werk Ter tne senvoces Bi crnicias 


that the Ceneral Staff system is another way of doin 


OR 


HbuUSinress WMich hae universal sapplications» General Wax] 
well ‘laylor in the 1958 Congressional hearings on Defense 
INC Or @apiZat ten. Sta led: 


Bee, 26 Cn eb eie tetas ier hs fee ar ae See ae 
Sir Pact. Ue eunderst na Best i hne (iene tes Brom ic 
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term "General otaff". usiness has gmeral staffs 

e hive sen-ril-type staffs in the ringer iil the @ey 
Jom UG Une Giviouem, «str te Ube Vimo r cies eee 
COMVeEMI Cha bay UC erou> Nelgers UO “Sen lee ee ee 
SCy2 WCUlS NOD Dy explana ton Wat tie OP ee woe 
weld oe accepted.-* 


St CMM etter tier) Or Panel’ nea eOmn Cl ne eee 


Sbalt “aimee. DUSiness, lt ment be worthynile ic Loe? 


}te 


PaO. eCleh se Suigwooes Wiincine in tats oremerd. ~Titcan 


Gemw@ik, OC Seam wnereini tn 1Genere!) wtalilt Ssyerer (Cc. 
Mew el lCCULvVely Sieve yed Tie eer ta Ses ee ace 
mun Lites ferences -DetveGir tic) Start 22une lions “Ol gee. 
Gee ene Tne Sprocuremtem Cana oiy, Oe sCCIneay eas UOm ele 
Girtercncec ostWeen Naval. 26e an oxecrations. icon c — 
aticor chairman of the Hoard may have come up through the 
DrOC mr crent Preuss id MWe “eck or marke tina exoermreice 


Meee Mew et i) tnUC -Ser4 cus ser Ou0te. Wia hoe Sie ae ow 


him-ipto very serious trcuole..  Weya aomP explores this 


oroblem in industry in his article, " hy the Edsel Laid 


Ta ° ° ca a ° ° 2 cw 
ans ses “WOT iyi onal. Becearchiyv es. Mie hen lit yee iimci be NSS 


Becleee 
Dearoorn 32nd Sinem 2ive- more rclinivesal evidence Cink 
oroblem in industry which raises, very seriously, questions 
PoOULetne USE Ol Whe Sener isounri ye Joven ever etne Oven 
ness. heir findimes were not Startling, rut are never= 


theless commonly 0Overtooked.. Several invernedi2 te ep 
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2 ° 7. ; Tie NG e 
3 2108 Sy WrANCeS “Dow eGOn o Umi Der enee =) cor cai 

tion During the sisenhower sldministracion, unpuclished 
dectcral gissertaticn, Geerretonn! University "1900, eee. 
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wise rom Une Sales »opreauctlicr, eCCCunt Lay perscniel, 

meaical’ and kbg@gal departments of M cor .craticn were oiven 
= t mo4 

the famous Harvard cas® etudy cf the “Casterso uteel Co. 

MO SltUdYs, Tne tase is widely used in graduate Management 

Seminars itn organization theory and policy. Cnly the names 

Dave: Deen Ticticnalized ie the tsetucy., The Managers selec 

tec [Or (he Wr O0rn- ane oimonmostudy were peoole Whe were 

regarded as potential tcp management materiel. sach Sher 

in lie case Only Wie Cin Speci ab invercstl “oreo lays anasovwern— 


POGkcec tne Oinore., “nie 1a tie  shenCciene) “nice ney 


Gr 


UO DeEVeGucC OSL StS. 26 Selective, VerceottoOn, tetlrither ic 


broobers with Castengo were creanization-e1de in nature, 
emoyocivmcs perscunel, Warke vine Soleo. no (COSI tea 
asPWenl ane: Operations,  Inevenac very brouc) Oreanizal von: 
SOlsCy LainplLications. 

Pee OCr rs ita ioainer seceded. 


Wc Have orferrtes usta cn th selective perces- 
tiene Cl Induct iow execubli Ss .“x0Ceea) Le cece Ta 
terial that suppert. the hnypctinesis thhkt each execu= 
Lav Will perceive TnOSe SSpeC > Cl yee LU beo met eet 
rélate specifically to the activities Bnd seals of 
his department....f ulthough they/were mctivated to 
HOCK ata UNG (or cule: from, company-wide rather than 
departmental view pcirnt. 25 4° = 





oe See ee re ee eee ee eee ee ee ee ————e-en rm BO ee ee ee ee + 


34. mith, George loert and C. kol.nd Christeneen, 
Policy Fermulation =ne ‘dministraticn, MN Gaseboor of Top-= 
Managerent Problems in susiness, rourth Ldition, Richard 
te “evan. ine. , Prone vood TiieelIee woos eet JO. 
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SODearbern, Newitt C. and Herbert 4. Simon, "Selec- 
tive Percepticn: “% Note on the Departmental T@entit tcatzone 
Gi “executives |. SOCLCMeUry. Voli. cl moO 2. wunee ooo 
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in short: you sees what you knows best, ind not an 
om Ui LOU mores) soGlectiwe Dercdepliom Tera Cheraci rice 
Ol human Ochavicr, wore apparert in seme nan Cinere, ele 
S2nnot,, DOwever. be leeisiatved away. 

that this fact is recognized in the modern ousiness 
Worle. as evidence jIn-arstudy Oy “lhe simer ic in @emacencne 
association on Tor Management Committees, “© mee 6 none 
97 participating firms revealed 7& which had general 
management committees, 15 which had restricted committees 
(perscnnel, operations, R&D, etc.) and 66 which hid both. 
Pele du Pont de Nemours « Company, Inc. Was cited as one 
or the most prominent and experienced of comparies in com- 
mivves management, which, Oetween the Luo concen nts .ol 
Genera leanne Ont stall, Sy svers, much MOre olosce eect. 
SCs nUne sLatien. 

The study listed as Du Pont’s reascns for embracins 
the system "(1) the strength and security of grcup deci- 
Sions. 02) or ectivity in eee ist om mikines (CS eccamin. 

, 37 
uity of administraticn; (4) cevelopment of personnel. "~ 
The faults chargel@mgainst the system most generally were 
reported as- "Cost of Operations irres onsibility.. Cc o- 
mise and expediency, slowness, dOy-passing of established 


aucneritys ane nciif bine “On responsibility. "8 
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“OLohmann, M.R.3; Top Management Committecs, heir 


Functions and iuthority; AMA Research study 48, imerican 
management issoc., Tew York, iYol. 
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whe company oresidents who participated in the study 
(it is interesting to note that the oninions and facts 
Werorvestiered Tren ser sons, Wi0 hig war preat 6 eal Nie 225 ing 
Or lese by corporation Success cr failure) rated the func- 
ei1cns Of Uneir general manseement commitices vin the Tole 
lowing order: "{1) to formulate policy; (2) to recommend 
action to the president; (2) to formulate acticn in speci- 
fic cases; (4) to peer cee ACULON In arcas cf respcnei 
bility."*" ,oout half of the general managemert committees 
Conctetecd Cr. Seven Or Lawer Memrers. and wereenel sul ocx 
LO VEC OY Tne Chaarman. . Tn ine Festrictved: committer. 
the functions were: ~“()l).tovanilyze internation saydeq.1.4. 
(2) to formulate acticn in specific cases: und (2) to re- 


N40 wo @ifference in 


commend action to the president. 
scope between the general management and restracted com- 
mitiees seems about propcrticnal to that of the JC>d and 
various jcint battle teams. 


two 
(niv/Merocraiien Sresicgents resordcd Thoreyatems. 


66) 


inef:iective. osoeven said that committee functions will be 
imGéreased. Sucvestions were advanced for whe Anoroy.— 
ment of the system, the most important of which were: (1) 
the sending of agenda to m*mbers oefore the meetinz; (2) 
regularly scheduled meetings; (3) a satisfactory méars of 
arriving at decisions; and (4) resorting and filing min- 


utes of committee acticn. "! 41 
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Tisis especially noteworthy vel “comment that the Jenn 
Ohiers of stuff emoloy all fcur of these suggestions to- 
Gog anc Dave <tor yours, Cneus® to=iiat, ex Tent tiem 
felaeveloord or formalizec ter AhesJCo pect (nor thers. yee 
tLnem@eetncr coes not. keows Prior to JCS meelings. Therpre- 
Cedures arr rainy Standard. sia tie Gase or ths Coie 
Maval Coverations, he is briefed in the CG Conference 
MmeomnVvunesduy.Detore JUS mestinrgs..) The s7pers to 7cercm. 
for consideration are briefec Individually by an Gea) 
Stati officer. The oaper 1s then discussed amore ro, ine 
SctLOonroririecers whe DC weand hee fOr Peans ond Policy sme 
Various civicion directuers ane oUNer interes vcd ett aor 
fFicers. CWO then determines fcr himself whether he will 
vote the paper into the "red stripe" as is = anoroved JCS 
pavers are red striped = or whether he will propose alter- 
matires or a dissenting positicn. Usually, however, by 
the time of this ccnference, the service staffs have al-= 
ready ironed out differences in content and language. 

Ihe point here is not tc draw a ccmpuriecn between 
MLlitery and industriel opeéralicrs; though toey wex-ei. Sea 
notion that there is nething else in the world like mili- 
tury Operations. is a commonly held shibocoletn in ine ser 
yiees which Nie often “mused us to Mail to orci tieiren 
the experiences cf othere outside of the services. wut 
the point here is to chullenge the statement that busi- 
nesses employ the General Staff system, on the grounds 


84 . 





that modern cerporations are having a very close look at 
CO UemNnOl 6 -airves. wna altaeuen, Livery tae selec eric ae 
have been a numoer cf attacks on so-called "management. 


by committee" (which would surely be viewed with disve- 


le 


Dyer “ine tne «srt ery Unie Ss: of “Start. “Ccrimitaimee Ti “ret a7 


t 


the JCS), there are also a number cf very respectihnle Firms 
employing group management techniques with seeming success. 
Neer 1s this an attempt to compare management committeecs 

to thesJoint- stati System, thouch likenesses are) cen. ay, 
MAeres | slajOr itlerences ar] “here eG. OVCr 2 mee. 
Mie sOOVLOUS Cnes Cl COJFCTIV Co, Stores, SRC. Set Or eran Lae 

ep Of theefirme do thew -stucy co mot ret. te tei: 
commitre + chairmanshios. 4¢ ind while 96, of the firms de- 
cider (oy «committees vets, tne “inp licatacn -was wha ame 
vote neec not ke unanimous, as is the heart of the Joint 
System. That is, non-uranimcus decisions gc fcrward ac 
Such 41th Ciesenting Ooinlons and alvernaiive cCumee. 
action for final determinaticn ny the secretury of Defense 
or President. In cusiness, in some instances, the ccme= 
mittee decisicn is Tingl.. ‘n-otmers the chacriey basevoue 
pecvVer o 

Maat if pertinent, however, a2: the ‘inoplicaticmn ia: 

large) hiehly commetitive.’ cost-conscious: firms Mayes ed 
Goubts over the ability of any cne man today to grasp the 
entire scope of the environment which affects his organizue- 


tion directly st the loo. Vevel, nov (lo went aero iie sine tee 
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int Puemces threoushnout. No question has Deen raised av the 
©>erational level, where the world is smaller, though the 
re-tricteac committees have worked fayvoravly at the Inter— 
mediabhe levels, but. the real question nas been raised av 
une too, where life has Deen inf inively more complicated 
Oy advances in transportation, ccmmunicaticn, automation, 
ana technoloty in general. This raises the point that what 
may be good at the bottom or even the middle of an organi- 
zaticnal chart may be obsclete at the too. 

iMwalse poses: the interestire question of “gener aera 
vs,.suosoecialist vs. specialist background as the most 
Suiteole [Cr too management or ccmmand « 

The netion that tne success crt the General (sr fem 
the army and iir Foree is evidence of the system's use- 
DURES ltr 4G lib MeEbuers. 1S iespec ial vw aliCuts Mckee @ 
prooi., The asscciation between Strategic Dombing and vin 
Pantry “OperealLions 1s exceedingly remote VO rsay pune Beuct. 
Wien compares, Say. to tne Pelaiicn between Intantryeadc 
artillery ooerations. Yet the General staff @euld hay- 

y 
at one time or another - not simultaneously <= strategic 
DCm ine sexperts @nd infantry experts as: Supreme Vomisncer =. 
deciding Issues ci Vital dmpervance ter the Otier en) oF 
cnly may the individual fail to decide in favor of the 
Others Or even te- the Denei it ot everyone, but, hex may 
yery well. fall Pesuneerstoands the vitalness Ot Soumiai cule 
diecisicrs cutside of his cwn sohere cf experience. This 
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Ccumecesult in sGeyere outcomes. 

there is a gocd deal cf talk about ‘unity of com- 
mand’ in these discussions. Wicholas, Pickett and opeurs 
state that this and Service viewpoint (seemingly mutually 
exclusive consideraticns) are the two major unresolved war- 


A e 
4 e here is the documen- 


time problems of the JCS system. 
War VY CVigence TO %SsupoOrL this Viewooint relative Tem me 
wart ime conduct ofthe Jos and Combined Chiels’ Sine sor ia. 
cipals in the drama did not reveal any serious breakdown 
during the war. and there is, as has been cited else- 
wnere, Sore rather authoriterlivereyidence ! Lovinekcommm. 
feom the persons of Kine and Churemaill, for exeimole. = Taece 
are people who ought to know, Nor kave there osen any strong 
arcuments in Supoort of the thesic that umily ci veenmand 
can “only. oe cOmputiole with Simeularity Cf  percca, Slee 
Ic MO fevicence tia. o UeYeup Cl ined ivigmale yee ia oo 
eorporate oody,; as does’ the JCo, eaunnot werk under whe 
prineiple of unity of command. Q@®@iat is needed is a > common 
uncderetandings of the JUs-as the -coroerm@te body ite. 
The term 'Jcint Chiefs of Steaff' must be reg rded as a 
Si np Wier  ypreoser Neun, met mera. pln” Cie ih emcee nee og. 
Wicdery ihe i. Onperaves AS 1O elunceraiood. 

The prirciple cf ‘unity-cof-command’ was fermally 
introduced oy the trench management theorist cif the prin-= 


Ciples school, Henri rayol, in his General and Industria 


tonscholas, et al, Op Git., pp.1l-15. 
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management (first published in Wrener, in 1916, in ‘nselish 
in 1lv¥4v). Cther srinciples cam frem the sare movemart - 
the scalar vrinciple, better kneam in the military a+ the 
chain of commund; and the srinciple of span of control 

ihe Lavber is -Ggleo pertinent to this discussion. 

Or years we have considerec. ssgancT control ac the 
principle that thers is a Limit to the numoder of people 
one person can effectively supervise. ocme theorists, 
such as Craicunas?#say Outright that five or eight is the 
magic number. 

I suggest that there is a new orinciple now, which 
might be termed the "span of infermition'’ or '‘soan of er- 
virorment'’ principle. nd that ic this: fer high command 
Or tC o muatiagserent cificials, there is a limit tc theeamcun 
or informaticn and the scene of environment that any one 
Pere On Can 20SCroO--= even tasty deb crma sin or senvi rere. 
Polen dareculy nt buences Mie Soest cm Or aC Ve wes te 
Be Var wes With: tie snes | Le Pe ee CCC aay Mie 
in the defense organization at a time when sc=called 
'non-militsry actions’ have taken on such far-reaching 
military implications, suncewmnere the cert of error is 
em LC Contemplate. 

Tn the end, of course, someone must heave the final 
power Of decicicn, the Pinhl~respensivi lity. Uunlescee | 


aecisions are te oe voted cn, rer us it can be no one bus 
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the@eresident, fer it is he who is finally responsible, 

Sli Ge Wee iesiolel Batrebcvoliiimeliongisy | ili silicmye! co laahwe Wie even sd chierenly polchigen#(en% 
command is attained. It is he if anyone who must act as 
the Supreme Commander. It is his Secretary cf Defense who 
aets asc his De ouLy. 2 Gls the Wes whe sre fie or eo) 
Military acvisors. This is a far cry from the GermanvGrew 
General -start Creany ether General svat to) Wal tar ort i 
Cers UNCerctune The orinciple Of antnority Deine commen. 
Seprave With responsi lity.  Paetsame wersoncs Sshenuldsoe 
first to understand the responsibility which is the Pre-= 
sident's, and th suose:uent need fcr close control of 

triee aUlhority which s0es with that responsibility o ine 
President, 1S valso humane mere Subj ect tO the tregen= 
adous span of environment anc information them anyone else 
He muct. depend wo0n The intesrivy Ci his Civitan one 
military assistunts and advisors to solve as many of the 
problems and make aS many of the decisions as possible, 
wav ige tO nin-only those soroblems which thcy ccunet colve. 
or which he desires to piss On perscnally. “hen they do 


come tc him he must be told the alternatives and their 
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perceived conseauences. There is less time for triviality 
in the [hite House cach year. -Cnly tte Hara orcolens mus 
Find their way there. ‘Some hard ones will be solved at 
the §CS Or SEUDEM, Levels, cutsiney Will enicy Abeo eine 
PUxUry (Of 2m CCe.51 698 | Cacy “ONG ee! ten lieve. 
COMing Mere ,and mere remote tc these esicgery. 
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Fut the President c&nnet rely sclely on the inte= 
erity of the men werking tor himls Pnere s97100 much a1 
Stuke. He murt incoryorate control systems - checks 
amd Oalances =-so.(that no Secretary, no Chier of Stiait. 
Cae, thnrouch sickness Of mind cr ‘soul er Ginness cr via 
piece “Une yaaa on Om tie Orie ol elec vcr oe rec uer. 

Lies se SS UCC i iy ait Cite a ie ede a ie es 
e1ticer VOstnirk. an termscr CCmmeUlee, 201 2 Clp a Or cer 
porate-body decision-making, ourticularly at the pinnacle 
Of his career. -¢ has Oeen trained for personel command 
one respons iollity ald. Of nie marure: ate ee the gem 
sence Of =the military profession, Vsub there. 6 intact 
BOm6UrCOl “Whetev er Urner. Ne or ede es cel roe he serine ame 
(as opnosed te corporate ocdy comm.ind) is pertinent at the 
Very COG Ol vOur Wild war y.iO) eam Lem ae et eee 
Fact that Tt te pertinent Bee yinere else. ind while the 
General stall Way work. oerrectly at. the-divirciem Lever, 
or the army level, or even the headquarters level, it does 
Set, PCLiuc. wa 1 Cut (cally 2nors tt svi) sui icSrat tae 
joint levels The differences between conmandeia control 
are not all insigniricant; und the quantum leap in the 
Sodmrct 2hiermatten atic env aronmenty end tas ercladenn wy 
OF “Une Value Seb. DaSes, 0 NOL represent the beast of fan --. 

Contender =i4e4as4-/ in) her Ori litint ci1esertiiie. 


A) 


€efines the differences between the Joint and General Staff 
Syauemul igs Lay: 


20% 





Une difference oe@vmpen 2 Cyveral erica ner cas 
reneral“otatl Syobetwane =. JOlnU Guess Cheeta» 
system lies essentially in the decisicn making pro- 
Gess. wt dces Not muuver Bhauner “(96 310 ee ene 
vor Substructure is divicea™= Into comeoncnic Baie 
are-assisred numbers or colors, cr@@nether these ccm 
DCM eNUS Bach deileaith soccer fynici1on eo Ci 
Of" Military proolem Such weeo- reo lato lotic. | 
INbe LIT 2enGer ete. Oro wiemoer Sey ee Ole 2m 
Learms to treet, a proclem as 8 whole...Thne essential 
Qe niGG Oss SiO ve owe mot oe 

The difference lies in: (1) the way the organ- 
12a On. serves: Lice civil tan decision making “preceaa. 
(2) who stands at its apex. 
Tee eee re ee ee er er ee er er ee ee 

It UNG “Cole Sor state alWaye Me celves -ONiEne 
hackle reccrimaniat pon on cach Mil Wwrany Metucr sve 
which his decision making power may apnly only a 
er a  "no",.his military advisors ar= the Supreme Cher 
Or ovalLt ard (vera) il (armed Perces Sener soeat! se ie 
ab limes. Ne Praceives nov one -Sireile Yeconmews 3.1.00 
Out two or more; if he is offered alternatives with 
Z°remmAenvs supnpcrting each, 2nd iaemuSt Chee eee ec. 
Crmecns thems. 1is Wilitar yy eavasecrs Ober ue nese ie 
COLO t Oe Ss Of Sbal Say ears 
®o0oo0 @v@escv Goede doedgceeseeoedoeagestgaeaedgagesdogedgaoaoenoeWVeWMgeeMaedededePgedoanooeadeeMeMdOctc Ooo de 7 tt Ou 

Tn other words, the difference lies in: (1) 
whetngr the ereani zation m@aich recommends milivar, 
pClicy and struate®y to the civiliun susericrs speaks 
hich: One VCice, Creyenether, tOn CCGasICn., 2 Were 
wWitn several; (2) wheth:r ut the ton of this adviscry 
e0dy Lneré ie Cnecuprenevmir livery etl ic= cr Vieraicr 
there are - Severil, ally -cr 2b Out one, of thera on 
Peopons ole. Wend: 2t ofS: Omi tiie ein ne 

The Unites Stales-.O1nt Une e eon Stet tye ee 
has at its apex four co-cqual officers and sometimes 
five...f including/ the Chairman who may come from 
any one -Of- thes armed \Seryvrces OUl woe Way 10) fecer— 
cise command over the Joint Chiefs or cver any of the 
peed PoOreee wae ee Lo, 425 1Us Mamescustee. 
a Jcint Chiefs organization. 


- a 


! 
Voag "i 








alter @ilb’s, in hic oreface to the Battershaw lia 
tion of Walter “‘oerlitz's History Cr tne, Ser man Sree aul 
Staff 1057-1945, eaid this about the German General Staff: 


To two generations of Americans the German General 
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bualt has Sl ood 3c mm OOJeCct Of Metres, fei Wid re- 
PUuLSION. win Los. WG. Srearesit (Gt Cur Wiese cermany 
wae OUP “Orincival iOppCnents LWece Ines Pir etine we 
Nave seen our ormal world, Wi Net. Cur navicnal 22. 
VSt-nee Pusels , aor alied Oy er Pormidse tema 
routmless armies, Tnrougn tne whole (air ity veirc 3 ae 
tgl4 to 19e4s we were sCe live more or Less inc =e. 
SHagew Of-the sr iiveexoert. proiessicial Vir Law 
Dye Cc Chess are esa ie Sd Ce irda Orn 
tured and in the world's eyes personified, oy the 
-erman Great “Generalsotaft. 
ov @ ew e* vw ovo sovrwAGCodogeds Kd FCGHSeGFoHeFKHeOTCOc OCP Hv EO OH EOC HOH DTH KGBvVLWAVWOHF ED : 
The GYeat. “eral ostatt is demd, gn, 20 enc 
CanvSiye that LoS ayswers to (he cen oi. ecole yome. 
military organizations and command in 4 democratic- 
Gai tal istic ‘society Were tne scund ches." “ul We 
CAosCervainiy. SrCLit Joymite exampl?.4° 


Henhave seen Oot Systems’ en a National scale pia 
modern tities. “the Jeint system was slso tested. on aie 
bernat tom Stale. (me system COulrtpuvectLOsl New lec em 
[IWOo 7 CriG Wars anidestyied 10s cw -annihviaeion. — lire us 
the other those wars were won. That is not to say that 
we mightn't have wen the wars even if we hud had a General 
Stari Cr our cwn. Set it is" to say mat thesnacicne yi 
had--So finely Noned the: seneral otal l as an mS trumenive 
war - the nation which develovoed its pcetential beyond all 
ethers = Gid not Win. Twice, when 10- (counted 7 thems see 
failed. ind when it comes to wur, winning is (or has been) 


considered the universal measurement of success. 


Cur J0int GAlers. Of, stabi, or Joint Start. svete 


gee A OB NS SE GS A eA Eh aS ES 


*onoeriita, ater sviistbory cl the German Genes. 
Stail. Weov=lJ4o,. Urens< Oy SY lames ltersnaw; otro ee 
j@lter Wallis, srederick 4. Pragm@e, 12959, pp. Vex. 
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is imperfect. oc fer that matter is cur way cf govern- 
ment. and so my friends are we all, especially as indi-= 
viduals. ne this a1cknowleisement 1S “ine Very Commer s oma 
Oieany perceavlonsor 7he Joint total! wonceot, Uee@aucew 


ie ects neoer round Nee eet. OL sal ee 





IV 

BLURPRINTS FOR DEFENSBK: SOMh D»SIGN CRITERIA 

The degree of effectiveness of U.S. defense may be 
retarded as a measure ‘or effectiveness of the Mameional 
Command Parvici pants, a.e.,.tne "resident: and Cemmander 
in Chief of the nenee Forces, the Secretary of State, the 
pecrevary cr MeCrecnse. tne Sirecvor o> Cepia Save la cee 
und the Joint Chiefs of stafis@as well as cther govern-= 
ment officials and advicers as the President may deem 
desiradle (such as, today, iucGeorzge sundy und hooert 
Kennedy). This at least is true in the long run and dur- 


nN 


fe 


e HOP MONS Ol Crascis. Der the “alien. Command |) eau ea 
Bants, whether known ae the Fationaly security Council 
the Executive Committee (or i: XCCil), or by any other name, 
Mee te Oly ~perioGwes ly Wend Our as sec r OCs tOlecr is tc. 
There is, however, another bedy which I call the imerican 
tena High: Conmtiand = tae President. (SG Bane aCe 
qn Ch. term Lares ond. Oversees tational “deterse (pol leven. 
Stputvercy On 2 day-to-day basic gy though nov. necescarily 
POszetmers ft aS. this 200d) Wikked 4s Cecn@=the sib yceu cr 
LiMo wor esenn. = tuc y.. 

fae, Suther-mustconress that herset cut on? us 
study with predispositions that the Naticnal Hizgh Com- 
mand should include, as the militory nich command ; a 
General Staff with a military oupreme Commander of the 
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rinedmer Orces. 2 have proved to myseli that 2 wasmewong. 
Pies Unt ted states has in time JOint Stall ssyctem arcound 
Seana zation [er the <Pormuilati on Of delersce elicy amd 
Strategy. it iS a system seared for, and tested in, karcge 

scale 

nd small/warfare, It retains the valuable input of the 
gmcividgual- military services While Memntaining -civiien 
PoOulroly JU, POrces AnVolVementOl Liew eav iia ears 
who are designated by luW as responsible for naticnal de- 
Menees. th recOcn Zea DOL tne «avin = sand Tame tenoa 
ef human being as well as their strengins. “It iewoe- 
pieZeo Tne sss Dalat tlity Ch he wien iene exe culo mee 
Meal VOuwt strates. 2 recoenizes thes conmlexty yor seur 
modem ervironment and the orincisis of the soma cf in- 
formation. It acknoyled +s the need for @ system whic 
Witt. VCserLeciave Der Como lied 25 Weliwas (Ueto le 
Go7rations. CPeOVer. Wu, Ors. 

Tne WI Cin Seth “System Ghouls: Cri ened, eee eae 
be imoreved throuch closer contact amons the service chiers 
and otGDi, Wwhis means that the number-twe cfficers cf 
tye malitary departments. must. olay Mar ciler paris im tne 
Management Of itheir respective departieria, treating tie 
eniers 6: the departments fOr amore active role in the 
J C% it the same ttme the JCS must not oecome isolated 
trom their own departments ,: since this 1s ea corners vone 
Otte Ca St rucull es 

The JCS must brief together, daily, with SECDEF in 


the National Military Command Center. 
ox 
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-e must improve our alert provisions. ‘We re- 
quire our Operational forces to be on alert times mea- 
sured ini minutes. Yet ait has frequentiy takengeur hich 
commund staffs several hours to respond to President Lad 
Quertes. svery means of human, technological, und Organ- 
izational imorovement must be bent toward improving hizsh 
commana = DOtH Civilian @and military = and Starl reaction 
wemne.) SOvinar the Quick react lon “tine Oo: Peur {Orces sen 
be mesni4ei ul. 

There are ee improvements which can oe made to 
the present system and in the interest of oetter civilian- 
totetary relationships. “A iéw haivewdbern suzzestamocre. 
putewe Should nov Oe decelyed Into Upinkine seoeceauce Line 
system needs improvement, that it is fundamentally no good, 
or that what problems we have today would so away or be 
lessened with a General Staff system. 

I have only introduced one level of the problem - 
the National High Command. je need badly to study ad- 
jacent 2.evels. in particular; We mecd ve study the a7- 
plications of the National Command Purticipant structure. 
vith some Presidents it has been the Cabinet. With others 
it has been the National Security Council. Now we have 
such a body which is less formally structured. ‘e need 
to study this in terms of continuity of defense from one 
President to the next, in terms of the dancers inherent 
insminimiging the role: of the Joint Chiereror statis in 
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termce Of what ‘effects it may have on the role of the Cabinet 
and the National Security Council in defense or associated 
mavters. 

[me nesd cto study the organi zation, Of the military 
departments, particularly the Navy Department. It may well 
be that we have already passed the state of techno-politico- 
military existence in which our present organizations are 
relevant. It may well be, for example, that the time has 
ayrived gt whieh we shoula extend the Joint oar: System 
to the military departments. Consider the possibility of 
the Joint Staff system in the Navy. The ClO would be 
roughly to the Navy what the Chairman of the JCS is to the 
Joint Chiefs of Staff. He would retain his status as Navy 
wemoer of the JUS and principal Naval adviser to the Pre- 
sident, SBCDBKF, and NSC. The membership of the 'Navy Chiefs 
of staff' would consist of a naval surface officer, a naval 
aviator, 1 SU0Marinere and a2 Wearing, We ledy,. or aval 
High Command, would, on a co-equal basis, formulate naval 
Pores Structure requirements, stravesty and elicy.. )..— 
ferences which cculd not be reconciled by the Navy Chiefs 
would be presented to the Secretary of the Favy for deter- 
mination. Such an organization might not only ensure a 
proper balance of naval forces in the years to come, but 
WOUlo “Clardty and strengthen tne role Of “S2Ci A without 
Geo vrovineg haval lecdersit oi ron wie -Clticerscon oc. 


No one can Say that such a plan could work, or that, 
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@men i it could, it would be an improvement of the pre- 
sent system. But we cannot overlook the possibilities of 
iMorevine Our 10L.  WME-cannot rest On traditicn alone. 

The Joint Staff system is sound for many other rea- 
SCNSetnan that 20 76 traditional invcur cover ament.)  ihat 
Boras DOTA e Ans tb MeVen Eee eey, at ie Vote Viti SUC ac Vine 
fowav, Ss nOwn: VO oe ne MN Cr eeravirue, 

Asivie study vhese Levels = thoce wf the WV liearcy p-- 
Oh iments, tie 2ational Hens Command, aime ihe Nat tonal 
Command Piurticipants - we must be porevared for the pain- 
ful, ae Well, 26 the Happy Tindings. ~Milotary and e171 
anc wabvkenmay find that their rolessdiiiecr racicully teom 
tae UP MpPecenceivcd MOLicCns ana traciavione, )ssOLh Nia wc 
POuCeCnawtoetorm the Dect mations derense meld. 

Maatcver we find = whatever we decide = one thine 
Seis vOvUStand Out a6 2 2uTcime “orinciple:*. We can meyer 
aoa De Cee ived (by tne Notion 10h Gil terent pexaceiane.. ae 
wartime high command organizations. In scme irony we 
Miche wecabl The words «cl Gencralioard wonlClansenrtz. 

"If a cautious comminder tries...to twist him- 
SGlt Shiliully 2.900 2 pe2e> “UnroleteLnescnar  CUcmi. 
stic weakness of his enemy in the field and in the 
CSU NeUy we Have NO -ripnt COS 2a 2 oult awa iets. 
Still we must require Nim To remenoer that ne Onl: 
travels ‘on Doroidden tracks, {Vnere ine Tod of Gar 
May Surprise Wim: thal Be Ought» ela ys  toykcen his 
eye On the enemy, 1m Order Ulat fe ma y=note nave sto 
a6éfend himself with 2 dress rapier if the enemy takes 


up a sharp sword." 


ihe: words might Well nave. Deen spexenn by etie ce. acre 
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fl on Clausewitz, Generil Carl; On -ar, Trans. by 
Colonel. J.d 8 rabam; Peean Pauls trench, yu mere CO Oe 
Bend Oy obs Poe DUD LOn Bnd OCOe4 Te a Cl Seeee Ol Oe on, 
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at the temple of Mars Grad'ivus. 

And we had better listen closely, for these truly are 
Our alternatives. #111 one of us wear the sword always?” 
Or will we avVveMmot VOC trade in (Our rapier each) time we are 
facea With crisis” To carry the sword need not mean to 
Poevule 2t3 sand, at least. for the forese a0le)  uturesa! 
sugmit that it is the sword and not the rapier which must 
be at our side. If I were to choose that sword, I would 
Select at Tron Line, Lisne. Sribvisaisvcel. Note tunes nea 
Prussian Variety. wna © wouldehaye-iv. honed oy the oes 
imerican craftsmen. ind I would see that someone wore it 


constantly. 
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If we ccul2 journey toe the temple cf Mars Quiri'nus, 
DevMeasa= we could save Curseélves a areat deal cl “faarwand 
tear, or worse. ‘hat would be the cracle's message? This 


is what I hear: Do #hatever you must to make thq most of 











your riches; they urs great but not urlimited; set the moet 








from what ycu have; KEEP A STRONG BODY; and visit Grad ivus. 





macy tirmvellin= to the temple oOiiars “ee 


Vaiss: 2usn Sack tne snares (Ol your Olmicls) Sie Wiles = 











Jemse Gime of your Stalis toOsthat whpehmyou expecimor your 





armies; use wisdom in your war ccuncils even in peace; 
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mexing this kind of divine giidsance,#ge mwet Enem 


-- 


Well am@elisten closely to yaet nas sone bercrs us. @ee 

muct not; however, duild a future out of history sslongs 
Pe Ol quick to think of tnecunlweely and test tie 

Gifferent. ‘-hile never forgetting what we have already 


ad 


léarned, We must ever be preduredc tc learn arews 


100. 
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If we cculd journey to the temple of Mars Quiri'nus, 
perhaps we could save ourselves a great deal of wear and 
tear, or worse, “hat would be the oracle's message? This 
is what I hear: Do whatever you must to make the most of 


your riches; they ure great but not urlimited; set the most 


pa 


from what you have; KEEP A STRONG BODY; and visit Grad‘ivus. 





And, travelling to the temple of Wars Grad'ivus, I hear 


this: Push back the snares of your offices; shrink the res- 





oonse time of your staffs to that which you expect of your 
armies; use wisdom in your War councils even in peace; 


iets Ao re HAD. 





Lacking this kind of divine giidance, we must know 


i 


well and listen closely to what has gone before us. le 
muct not, however, Oulila = future cut of history eions. 


e must be quick to think of the unlikely and test the 


Os 


ifferent. “hile never forgetting what we have already 


learned, we must ever be prenared tc learn anew, 


100. 
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